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PRIME MINISTER + PREMIER MINISTRE 


March 31, 2000 


Dear Mr. Cappe: 


I am pleased to receive your annual report on the Public Service 
of Canada. 


Canada is well served by the Public Service of Canada. 
Canadians are fortunate to have federal public servants who deliver service of 
the highest quality, with dedication and commitment, in both official languages, 
at home and abroad. 


The Government is committed to ensuring that this level of 
service continues, as it announced in the Speech from the Throne, through a 
"focus on the recruitment, retention and continuous learning of a skilled federal 
workforce." The Government also recognizes the need to build a more 
representative workforce, drawing upon the diversity of our great country. 


After more than three decades in Parliament, I know first-hand 
the important role that the Public Service plays and I rely on its professional, 
non-partisan advice. I am confident that the Public Service of Canada will rise 
to the challenges and opportunities of the 21st century. 


Yours sincerely, 


Mr. Mel Cappe 
Clerk of the Privy Council and 
Secretary to the Cabinet 
Room 332, Langevin Block 
Ottawa, Ontario 
KIA 0A3 
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Clerk of the Privy Council and 
Secretary to the Cabinet 


Greffier du Conseil privé et 
Secrétaire du Cabinet 


Ottawa, Canada K1A 0A3 


March 31, 2000 


Dear Prime Minister: 


As Head of the Public Service, | am pleased to report 
on the state of the Public Service of Canada, pursuant to 
section 47.1 of the Public Service Employment Act. 


Prime Minister, as the Government pointed out in last 
October's Speech from the Throne, we live in a changing 
world. Technology is altering every aspect of our lives. 
Knowledge and creativity are driving forces in our new 
economy. The issues facing our diverse society continue to 
grow in their complexity. 


The Speech from the Throne set out an agenda for 
building a higher quality of life for all Canadians. And it 
reinforced the importance of — and the Government's 
commitment to — the federal public service, when it said: 


To ensure that the Public Service of Canada 
remains a strong, representative, professional and 
non-partisan national institution that provides 
Canadians the highest quality service into the 

21st century, the Government will also focus on the 
recruitment, retention and continuous learning of a 
skilled federal workforce. 


Prime Minister, the challenges facing Canada and the 
Public Service are significant. But we are doing everything 
we can to meet them. Indeed, last year’s first-ever, public 
service-wide survey of our employees shows that public 
servants feel the work they do is important and they are 
proud of it. 


By continuing to focus on three pillars — service, 
policy and people — | am confident that we will continue to 
serve Canada and Canadians well for many generations to 
come. 


Values — A Strong Foundation 


Our values are our strength. In accepting the calling 
of public service, we are asked to embrace a set of values 
which underpin our role in supporting ministers, who are 
custodians of the public interest. 


The late Deputy Minister John Tait wrote eloquently 
about four sets of values: 


° Democratic values mean we help ministers, 
under law and the Constitution, to serve the 
common good. 


° Professional values reinforce our unwavering 
commitment to excellence, merit and, above 
all, to objective and impartial advice to the 
Government and service to Canadians. 


° Ethical values, such as honesty and integrity, 
guide our actions and decisions and ensure 
that public servants put the common good 
ahead of personal interest or advantage. 


° People values mean we respect our 
colleagues’ needs and aspirations as well as 
those of the citizens we serve. We draw 
strength and creativity from the diversity of 
Canadian society. 


As public servants, we rely on all four sets of values 
to inform and guide us as we serve clients and, through our 
accountability to ministers, as we serve the broader public 
interest. We must keep in mind that it is our duty to serve the 
public well, but it is also our duty to serve the higher public 
good. We must make sure that these values spring to life in 
all our decisions and actions. 


This challenge may be the greatest for those working 
on the front lines. But it is equally valid for those working 
behind the scenes. We need to focus on our values whether 
offering policy advice to ministers, delivering or designing 
programs and services, consulting Canadians, or working in 
such areas as human resources, administration, finance, 
legal and regulatory affairs, communications, informatics, 
security and defence, research, scientific and operational 
functions, and trades and technical services. 


We must continually ensure that decision-making 
authority is located at the right level to achieve results. We 
must balance any extension of authority with a strong 
commitment to modern comptrollership — clear 
accountabilities, performance assessment, effective control 


of public resources, sound risk management and open 
reporting of results. We must also strive for continuous 
improvement. Public servants must look for ways to do 
things better — in the programs and services we deliver to 
Canadians and in the policy advice we offer to ministers. 


Modernizing Service Delivery 


Prime Minister, Canadians rightfully expect the Public 
Service to respond to 21st century needs with 21st century 
service. 


Modernizing service delivery has been a priority for 
my predecessors in their role as Head of the Public Service. 
This continues to be a major priority for me, with a particular 
focus on better serving Canadians in our increasingly digital 
world. 


The Government of Canada is the country’s largest 
provider of information and services. Canadians value this 
information and these services — as consumers concerned 
about product safety, as learners searching for educational 
opportunities, as vacationers looking for information on 
parks and cultural events, as entrepreneurs exploring market 
opportunities, as volunteers looking to build community 
organizations, and as citizens of the world keen to learn 
about Canada’s contribution on the international stage. 


We live in an information age, and we are building a 
more knowledge-based economy and society. In a vastly 
more crowded information environment and in a world where 
time is at a premium, citizens need better access to 
government information and services. And citizens need 
different ways to reach the government — in person, by 
mail, over the telephone, or through the Internet. 


In the Speech from the Throne, the Government set 
out its goal of becoming a “model user of information 
technology and the Internet” and its goal that, by 2004, it 
would “be known around the world as the government most 
connected to its citizens, with Canadians able to access all 
government information and services on-line at the time and 
place of their choosing.” 


The Public Service of Canada is working to meet 
these goals and respond to the needs of Canadians. One 
way is through Service Canada, a new, integrated service 
delivery network which gives citizens one-stop access to 
information on more than 1,000 federal programs and 
services. People can obtain one-stop service in person at 
Service Canada access centres, by phoning 
1-800-O-Canada, or through the Canada site on the 
Internet. 


Service Canada is also the most visible part of a 
much larger and more profound revolution that is 
transforming the way we do business and how we serve 
Canadians and Canada. This revolution is stimulating, and 
assisting, in the development of “electronic government” 
(e-government). 


E-government is more than simply putting information 
and services on-line. It means using new technologies, 
including the Internet, to improve administration of programs 
and services. It involves people and the sharing of ideas, 
know-how and expertise in a secure environment that 
protects the privacy of Canadians. 


E-government also requires collaboration across 
departments. As we put programs and services on-line, we 
must maximize their value by grouping them around citizens’ 
needs and priorities. E-government means building 
partnerships with other levels of government and with private 
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and not-for-profit sectors. We must mutually align our 
programs and services, whenever this makes sense. Above 
all, e-government is about enhancing the effectiveness and 
relevance of government for citizens. 


How are we proceeding? We have a strategy based 
on targets and partnerships. It focusses on getting secure 
infrastructure in place and on making sound investments. 
Our first commitment is that, by December 2000, all 
departments will have an on-line presence, with information 
on programs and services and with key forms. 


Strengthening Our Policy Capacity 


Just as we are modernizing service delivery, so too 
are we continuing to strengthen our policy capacity. In light 
of the many challenges and opportunities facing Canada 
today, a strong policy capacity is essential, and so is a 
strong policy community. We are taking steps to ensure that 
the Public Service of Canada can continue to provide 
ministers with professional, non-partisan, and analysis- 
based policy advice. 


Since so many issues are interconnected and involve 
several government departments, we have created working 
groups which bring together the expertise and perspectives 
of many departments. We have also started grouping policy 
proposals for the Government’s consideration by theme. 


Responsibility for many of the issues affecting our 
quality of life does not lie with one level of government or 
organization alone. That is why we are collaborating with a 
broad range of external partners in developing policy 
initiatives. These partners include provincial and municipal 
governments, research and academic institutions, 
international organizations, voluntary and stakeholder 
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organizations and individual citizens. This collaborative 
approach is reflected in a range of federal policy issues, 
including biotechnology, climate change, and international 
trade. 


Continuing to strengthen our long-term policy 
research capacity is another priority. A strong, diverse policy 
community is able to anticipate and plan for the future. It 
looks beyond today to advise the government how and 
where it can make a difference tomorrow. 


The Policy Research Initiative, launched in 1996 and 
developing well since then, is our principal tool for doing this. 
Through this initiative, we are identifying and assessing the 
long-term social, economic and international trends that will 
impact on the quality of life of individual Canadians. We are 
also beginning to significantly expand our links with the 
broader policy research community outside the Public 
Service — at regional, national and international levels. 


Focussing on Our People 


Prime Minister, our efforts to modernize service 
delivery and strengthen our policy capacity hinge on one 
thing — our people at every level, in every department and 
agency, in local offices, in regions and headquarters, and 
those representing Canada abroad. 


We need to create an environment where all public 
servants are excited about their work and look forward each 
day to serving Canadians. We need to attract and retain 
Canada’s best and brightest minds to ensure the best policy 
advice. We must motivate an entire generation of promising 
new graduates to consider a career in the Public Service. 
We must provide all employees with the opportunities and 
the support they need to develop and learn. We must 


become more of a learning organization, focussed on 
continuous improvement. Canadians and parliamentarians 
deserve nothing less. 


In recent years, public servants have shown their 
unwavering commitment to renew the Public Service of 
Canada — visible in the many positive changes put in place 
under La Releve. Much has been done and much more 
awaits us. We are building on this work as we respond to the 
Government's commitment to the Public Service in the 
Speech from the Throne. 


In each of three areas — recruitment, workplace well- 
being, and learning and development — a recently created 
committee of deputy ministers is drawing up plans to ensure 
that progress continues over the next five years. Diversity is 
an overarching priority for all three committees. The Public 
Service must reflect and embrace different backgrounds, 
cultures, experiences, interests and styles. 


We value diversity because we believe that when we 
take account of diverse views as we develop policies, and 
design and deliver services and programs, we get better 
outcomes. A more diverse Public Service sets an example 
for others, protects the merit system, creates a greater 
sense of community, and provides an exciting career option 
for every Canadian. 


Workplace Well-Being and Retention 


Central to our strategy is workplace well-being. We 
want to be able to retain the valued people that we have in 
place as well as those we seek to attract. 


As | mentioned earlier, last year’s landmark survey of 
federal public servants spoke volumes about the 
commitment and dedication of our employees to public 
service, despite many years of difficulties. Some 96 percent 
of public servants who responded to the survey feel the work 
they do is important. Some 87 percent are proud of their 
unit's work, 88 percent said they like their jobs, and 
75 percent find their department or agency is a good place 
to work. 


Survey respondents also zeroed in on areas that 
need action: harassment, discrimination, career 
development, fairness in the promotional process, 
communications, and workload. In response, supervisors 
and employees are seeking ways of acting to immediately 
improve the workplace; and deputy ministers and agency 
heads are addressing issues in their own organizations. As 
well, the deputy minister committee on workplace well-being 
is developing a corporate action plan to address these 
priority issues. The plan will be made public this fall. 


In the meantime, we are taking immediate action, 
particularly to address the serious issues of harassment and 
discrimination. As well as talking with bargaining agents 
about these issues, we are revising our government-wide 
policy on harassment. 


Addressing the workload issue Is a particular 
challenge. There is no single solution. Each employee and 
manager must take a hard look at how we do our work — to 
evaluate what we are capable of delivering and what we can 
do well. Deputy ministers, collectively and individually, must 
open a dialogue to ensure we are focussing on the right 
things. And central agencies must provide managers with 
the tools they need to work efficiently and effectively and 
ensure the integrity of programs and services. 


We continue to modernize our work processes and 
management practices. We are placing a priority on 
integrating and streamlining our planning and reporting 
systems, so that we can better focus on outcomes. At the 
same time, we must adhere to sound financial management 
and administrative practices, show fairness in human 
resources management and, above all, ensure 
accountability in all that we do. 


Recruitment 


Like many institutions, we are focussing on 
recruitment to ensure that we are ready when the anticipated 
wave of retirements hits within the next five years. We need 
to have hired the people who represent the population we 
serve and who have the skills and experience we need. We 
also need to encourage experienced workers to stay on and 
lead the transition. Although we have undertaken some 
recruitment campaigns and employment equity programs, 
we know this is not enough. 


The deputy minister committee on recruitment, which 
| chair, is developing an action plan which will mark a shift 
away from temporary, reactive recruitment toward a bolder, 
more proactive and strategic approach. It will focus on 
creating a workforce which Is representative of the 
population we serve. The plan will emphasize recruiting and 
promoting members of target groups at all levels — women, 
visible minorities, disabled people and Aboriginal peoples. It 
will focus on youth, so we can capture the optimism and 
enthusiasm of this new generation. 


Merit will remain central to our recruitment strategy 


and we must ensure that our definition of merit matches the 
realities of contemporary society. Merit must allow us to 
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have better outcomes, encourage better performance, and 
value different talents. The Public Service Commission will 
continue to be the guardian of merit. 


Also key to our approach Is time. We need to start 
recruiting people now so that we have the time to groom and 
nurture skills and so new recruits have time to benefit from 
the depth of experience and knowledge of public servants 
across the country. Only in this way will we ensure a smooth 
transition in our workforce with no gaps in service. Prime 
Minister, this is in the interest of all Canadians. 


Learning and Development 


Learning and development must go hand in hand with 
recruitment and retention. They are the keys to preparing 
the Public Service to serve in this knowledge age. The most 
important investment a country can make is in its people — 
in their education, training, and lifelong learning. This 
includes the people of the Public Service. 


Prime Minister, we are encouraging learning at all 
levels. We are placing a priority on developing and 
promoting people to ensure they have the breadth and depth 
of experience they need to serve well. And we are 
encouraging the development of leaders at all levels. 


We are encouraging managers to provide their 
employees with opportunities for lifelong learning. They need 
to commit to learning plans for themselves and their 
employees, plans which comprise a balance of actions, 
including training on the job, assignments, classroom 
training and participation in learning events. Managers also 
need to commit to passing on their knowledge to others for 
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the benefit of the organization in the future. Support for 
middle managers in this time of transition in the Public 
Service is an important component of our approach 

to learning. 


The Public Service as a whole must also become a 
learning organization. It is the best way to ensure the 
ongoing relevance of government to citizens. It is essential 
to create the comparative advantages that Canada will need 
in the global competition for talent and investment. It is 
critical to attracting and retaining knowledge workers. 


A learning organization looks for best practices, 
celebrates its successes, and learns from its mistakes. 


The deputy minister committee on learning and 
development is shaping an ambitious learning agenda for 
the Public Service of Canada. It is seeking the input of a 
broad cross-section of public service managers at all levels, 
in all departments and agencies, all functional communities, 
and all regions. 


Conclusion 


Taken together, our efforts on recruitment, workplace 
well-being and retention, and learning and development will 
help us create exceptional workplaces, maintain an 
exceptional workforce and become a learning organization. 
This is what will make us an employer of choice. 


We are recognizing and promoting the quality and 
nature of our work, whether in delivering services and 
programs or in providing sound policy advice. We are 
making meaningful improvements to our work environment 
through our response to the employee survey and other 
actions. We are removing unnecessary bureaucracy from 
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our work processes with a focus on outcomes and 
accounting for results. We are developing leaders at all 
levels. By taking these steps, we will ensure that we can 
respond to the significant challenges we face, and that 
Canadians and Parliament continue to be well served by the 
Public Service of Canada. 


We are creating a Public Service of Canada which is 
a modern and exciting place to work. Which is brimming with 
new ideas. Which is full of bright, talented people and 
leaders at all levels committed to serving their country and 
their fellow citizens with loyalty and dedication. Which 
recognizes the contribution of every employee at every level. 


We are building a unique, national and bilingual 
institution which serves Canadians with pride and 
excellence. Which is representative of Canadian society. 
Which values and draws strength from being diverse. 


We are creating a public service which is innovative, 
open to new ideas, and one which strives for continuous 
improvement. Which has a strong, strategic management 
culture focussed on results and outcomes. Which works in 
partnership with the broader public and other sectors. Which 
is relevant and essential to Canadians. Which is a 
worthwhile investment by Canadians. 


As Head of the Public Service, it is my responsibility 
to set out the direction for the future, and my challenge is to 
motivate and inspire public servants in that direction. 


The issues we face are complex, but | am not acting 
alone. Public servants at all levels, both on the front line and 
behind the scene, are committed to serving Canada and 
Canadians well. Networks of leaders across the Public 
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Service are showing innovation and action. You have a 
strong team of deputy ministers, assistant deputy ministers 
and agency heads who play important corporate roles. 


As steward of this great national institution, it is my 
personal commitment — one which | take very seriously — 
to work with others to make this a reality. | look forward to 
making the Public Service of Canada the best it can be — 
a service which can build a higher quality of life for all 
Canadians, now and well into this new millennium. 


Yours sincerely, 


Mel Cappe 
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Eighth annual report to the Prime Minister on 
the Public Service of Canada 


Annual. 

1st (1991/92)- 

Text in English and French on inverted pages. 
Title on added t.p.: Huitieme rapport annuel 
au Premier ministre sur la fonction publique 
du Canada. 

Issued also in electronic format on the Internet computer network. 
At head of title of 1st and 2nd reports: 

Public Service 2000. 

ISSN 1193-7637 

ISBN 0-662-65700-4 

Cat. no. BT74-1/10-2001 

CP-01/2001 


1. Public Service 2000 (Canada) — Periodicals. 

2. Civil service reform — Canada — Periodicals. 

3. Civil service — Canada — Personnel management — 
Periodicals. 

|. Title. 


JL106 354.71'0005 C93-07047-4E 

© Her Majesty the Queen in Right of Canada, 2001. 
To obtain print copies: 

Phone: (819) 779-4341 TTY/TDD (613) 943-5510 
Fax: (819) 779-2833 


http://www.pco-bcp.gc.ca 


PRIME MINISTER-+- PREMIER MINISTRE 


March 30, 2001 


Dear Mr. Cappe: 


Thank you for your annual report on the Public Service of Canada. 
I was pleased to read about the action that you and your colleagues are taking to 
respond to the challenges of the knowledge economy and society. 


As I said in my reply to the Speech from the Throne on 
January 31, 2001: “An activist government requires a first class public service. 
I am proud of our public service. The government will take all the steps necessary 
to ensure that we continue to have the talent necessary for a public service that is 
committed to excellence. And we will make the necessary reforms to modernize 
the public service for the requirements of the 21st century.” 


With our combined efforts, I am confident we will have in place, as 
we move into the future, an institution that is even more innovative, dynamic and 
reflective of the diversity of the country. A strong, professional, non-partisan, 
bilingual and national Public Service will help the Government of Canada fulfil 
its responsibilities and bring us closer to meeting our goal of building a higher 
quality of life for all Canadians. 


Together, we will succeed. 


Yours sincerely, 


ow (Gat 


Mr. Mel Cappe 
Clerk of the Privy Council, 
Secretary to the Cabinet and 
Head of the Public Service 
Room 332, Langevin Block 
Ottawa, Ontario 
K1A 0A3 
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Clerk of the Privy Council and 
Secretary to the Cabinet 


Greffier du Conseil privé et 
Secrétaire du Cabinet 


Ottawa, Canada K1A 0A3 


March 29, 2001 
Dear Prime Minister: 


As Head of the Public Service and in response to 
section 47.1 of the Public Service Employment Act, | am 
very pleased to report again on the state of the Public 
Service of Canada and to signal the direction we will be 
taking this year and beyond. 


Here, | describe the challenges facing the Public 
Service and report on what we are doing to address them. 
| also signal the beginning of a phase of more fundamental 
reform that will enable the Public Service to become a 
modern, people-centred institution which gets results that 
matter to Canadians in an economy and society based on 
knowledge. 


With your support and that of your Ministers, along 
with the contribution of deputy ministers, agency heads, and 
public servants across the country, | am confident we will be 
able to achieve the Government of Canada’s objective for 
the Public Service, as outlined in the Speech from the 
Throne. 


To assist the Government in fulfilling its 
responsibilities, Canada must have a public service 
distinguished by excellence and equipped with the 
skills for a Knowledge economy and society. The 
Government will seek bright, motivated young women 
and men to accept the challenge of serving their 
country in the federal public service. The Government 
is committed to the reforms needed for the Public 
Service of Canada to continue evolving and adapting. 


These reforms will ensure that the Public Service is 
innovative, dynamic and reflective of the diversity of 
the country — able to attract and develop the talent 
needed to serve Canadians in the 21st century. 


Speech from the Throne 
January 30, 2001 


The Knowledge Economy and Society 


Around the world, the success of economies and 
societies is increasingly based on knowledge. The pace and 
scope of change from an industrial to a knowledge-based 
economy is unprecedented and so are the challenges and 
opportunities. 


Globalization is making people, goods and services 
more mobile and more interdependent, increasing 
competition within and among sectors, particularly for talent. 
Attracting and retaining knowledge workers is an ongoing 
challenge. 


Today’s society is increasingly diverse and 
governments need to do more to draw on this strength. Ina 
knowledge economy, diverse perspectives, backgrounds 
and approaches contribute to better and more relevant 
service and stronger policy advice. 


Technology is making it easier to exchange 
information and to create and better disseminate knowledge. 
For governments, technology is making it possible to put 
information and services on-line and to respond to the 
demand for faster, better, more dynamic and customized 
service. 


We are also seeing a broader transformation to 
E-Government. While it involves the better use of new 
information and communications technologies, 
E-Government is not just “electronic” government. It is 
“enabled” government — government that delivers different 
and better programs and services to Canadians. 


E-Government is about people: new skill sets, 
mindsets and leadership approaches. It will transform how 
public servants work, relate to each other, do business, and 
engage citizens and other partners. 


A People-Centred Modern Public Service 


Prime Minister, a more modern public service is 
emerging to respond to the challenges of today’s rapidly 
changing, interdependent world focussed on knowledge. 


We are moving away from a traditional model of 
public service based on hierarchical, directive management. 
We are leaving behind a public service where jobs were 
based primarily on repetitive, well-defined tasks and 
predictable activities and where vertical, top-down 
communications approaches were the norm. 


We have begun the transformation to a modern, 
people-centred Public Service of Canada, one which is more 
flexible and responsive, adaptive and innovative. But the 
transformation is taking place too slowly. Current laws, rules 
and structures for managing people in the Public Service are 
neither flexible nor responsive enough to allow us to 
compete for talent in a knowledge economy. As well, the 
industrial era mindset and culture is still alive in many parts 
of today’s Public Service. 


As we make this transformation, the very foundations 
of our proud heritage will guide us. We will continue to be 
non-partisan and bilingual, national in scope and 
international in outlook. We will continue to embrace the 
core values that the late Deputy Minister John Tait outlined 
for us and that underpin everything we do: 


Democratic values mean we help Ministers, 
under law and the Constitution, to serve the 
common good. 


Professional values reinforce our unwavering 
commitment to merit, competence, excellence, 
continuous improvement, objectivity and 
impartiality in advice, and fidelity to the public 
trust. Innovation, initiative, creativity, service to 
citizens, partnership, networking and teamwork 
are other examples of our professional values. 


Ethical values guide our actions and decisions 
and ensure that we put the common good 
ahead of personal interest or advantage. 


People values mean we respect our 
colleagues’ needs and aspirations as well as 
those of the citizens we serve. 


Further, the Public Service of Canada will continue to 
offer fascinating and challenging work, interesting people to 
work with, and an unparalleled chance to make a difference 
in the lives of Canadians and the future of Canada. 


Above all, we will continue to provide sound, non- 
partisan advice to Ministers and strive to deliver the highest- 
quality service to Canadians. 


Focussing on Our People 


Successfully managing the transformation to a 
modern public service will be challenging, but it is necessary 
if we are to remain effective in the knowledge economy 
and society. 


Deputy ministers, agency heads and | are committed 
to improving how we manage people because people are 
central to this transformation and to our ability to advise on 
public policy and deliver public services. 


We are seeing some improvements. For example, we 
have put in place and updated programs for developing 
people at various levels and in several functional 
communities. We are investing in our future by providing 
work experience to post-secondary students and then 
offering employment to qualified graduates. 


We are creating networks to help public servants, 
particularly managers, to make the transition to a knowledge 
economy and society. And we have modernized our 
approach to all aspects of selection and career support for 
our assistant deputy minister cadre. 


The sum of these efforts represents the beginning of 
a cultural shift where good people management is seen as 
an integral part of good management. 


But today’s human resources management laws do 
not allow us to move quickly enough on the transformation to 
a modern, people-centred Public Service. More fundamental 
change is required, as | outline at the end of this report. 


In the meantime, the Public Service must keep doing 
everything it can within its power today. This means a 
continued focus on recruitment, workplace well-being and 
retention, and learning and development, in line with the. 
commitment in the Speech from the Throne in 1999. 


It means taking steps to more quickly and easily 
recruit the diverse work force we need and want, while 
protecting the principle of merit in an increasingly 
competitive labour market. It means implementing 
classification reform. It means developing creative solutions 
which allow for the transfer of essential corporate memory 
and knowledge before a large percentage of our current 
work force retires. And it means committing to learning as an 
investment in our people, for a Public Service which is based 
on knowledge and innovation. 


Prime Minister, | invite public servants at all levels and 
in all regions to act on the recommendations of three deputy 
minister-level committees: on recruitment, on workplace 
well-being, and on learning and development. 


Recruitment 


For the first time in several years, we are accelerating 
our efforts on recruitment. 


Prime Minister, we are actively encouraging 
managers to do everything they can to recruit top talent. This 
means targeting Canada’s best graduates at home and 
abroad and being visible on university and college 
campuses. 


It also means giving students meaningful and 
challenging assignments because students are our best 
ambassadors. We want young people to join for the 
experience. We hope many will stay for a career. 


Across the Public Service, both at headquarters and 
in regions, departments are sharing recruitment strategies 
and programs, best practices, innovative approaches and 
tools. Assistant deputy ministers who have been named 
“champions” of recruitment are providing leadership in their 
individual departments. 


Diversity is central to our recruitment efforts: And, in 
the coming year, we are focussing on improving the 
representation of visible minorities. With the help of such 
organizations as the National Council of Visible Minorities, 
we are working to create a more diverse pool of potential 
recruits. As well, we are inviting new Canadian citizens to 
consider working for the Public Service. 


Managers are encouraged to act on the 
recommendations of the Perinbam Task Force on the 
Participation of Visible Minorities in the Federal Public 
Service and of the Smith Task Force on an Inclusive Public 
Service. This means meeting or even exceeding the 
benchmarks on hiring visible minorities in the Public Service, 
in the Perinbam report endorsed by your government. 


Departments, with the support of central agencies, in 
the coming year will work to better integrate their work force 
plans and business plans. In line with the Official Languages 
Act, we are taking steps to ensure that the Public Service of 
Canada reflects the equitable participation of both official 
languages communities and is a workplace which is 
conducive to the use of both official languages. 


Workplace Well-being 


Workplace well-being begins in the individual work 
unit. The cumulative impact of positive, individual efforts 
helps the Public Service of Canada become an employer 
of choice. 


Over the past year, employees and managers across 
the Public Service continued to act on the issues raised in 
1999 in the Public Service Employee Survey. They have 
been developing and implementing creative and customized 
solutions to issues of workload, career development, team 
spirit, and more. 


Central agencies are supporting these efforts by 
ensuring that the right policies and programs are in place. 
For example, a modern policy on the prevention and 
resolution of harassment in the workplace — a major 
problem identified by survey respondents — has been 
developed and is being prepared for implementation. 


Leave and flexible work arrangements are two other 
examples. In the year ahead, central agencies will make the 
details of such policies more accessible to managers and 
employees and find other ways to promote workplace 
well-being. 


All managers and employees are encouraged to 
create inclusive and healthy workplaces that embrace 
diversity and eliminate barriers to full participation. 


Learning and Development 


Just as the Government of Canada is focussing on 
skills and innovation for Canadians in the knowledge 
economy, so too is the Public Service focussing on learning 


and development for public servants. Our efforts here 
support and reinforce actions on recruitment and workplace 
well-being. 


Learning events on such topics as service 
improvement, modern comptrollership, and values and 
ethics are being offered to give greater support to managers 
and employees. Courses are being given in priority areas, 
such as diversity. Some departments are initiating mentoring 
programs, which can help to retain and develop employees. 
In keeping with the move toward using electronic 
technology, on-line tools are being developed to help 
managers conduct self-assessments and develop 
personalized learning plans. 


Perhaps the most valuable learning and 
developmental opportunities are informal — occurring 
naturally through the variety of work public servants do every 
day. The Public Service of Canada offers an unparalleled 
array of work in all kinds of occupations and in such diverse 
areas as the environment, natural resources and the North: 
science and technology; Aboriginal issues; heritage and 
culture; and policing and corrections. 


Still, we can do more to make sure employees have 
the knowledge, competencies and tools they need to 
continue developing sound policies and delivering services 
with excellence in the knowledge economy and society. We 
are considering various policies and programs to support 
managers and employees, including a government-wide 
learning policy, a learning and innovation seed fund, and 
portable learning accounts. 


We need to enable and empower public servants to 
learn and grow to ensure a high-performing workplace that 
can deliver results for Canadians. Public servants are 


responsible for their own learning plans; managers are 
responsible for giving them the opportunity to learn. 


Working Smarter in a Knowledge 
Economy and Society 


Prime Minister, our efforts to improve how we 
manage inside the Public Service are proceeding at the 
same time as we are improving how we support the 
Government in fulfilling its obligations in today’s knowledge 
economy and society. We continue to focus on results as we 
seek innovative ways to improve the delivery of services and 
programs to Canadians and to provide our best policy advice 
to Ministers. 


The Government’s management framework, Results 
for Canadians, highlights the need to strengthen 
management practices, decision making and priority setting 
to better respond to citizens’ needs. Practising integrated 
risk management supports the desired cultural shift to a risk- 
smart work force and environment. 


Breaking down the “silos” of hierarchies that exist 
within government is also important for getting results. 
Information technology is helping in this regard. And federal 
regional councils are experimenting with different 
approaches for integration and horizontal management. 


Modernizing Service Delivery 


Over the past year, public servants at headquarters 
and in regional and local offices have worked to provide 
Canadians with faster, easier, more convenient, more 
seamless access to government information and services in 
both official languages. We have continued to establish 
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Service Canada centres for people who want face-to-face 
service. We have also encouraged Canadians to use 

1-800 O-Canada, our primary toll-free number for 
information on 1,000 federal programs and services. And we 
have met the first-year targets of the Government On-Line 
initiative, thus moving the Government closer to putting 
information and service on-line by 2004. 


In January 2001, the Public Service took a significant 
step toward that end, Prime Minister, when you launched 
the redesigned Government of Canada Web site 
(www.canada.gc.ca). The Canada Site provides information 
and service through three gateways: Canadians, Canadian 
Business, and Non-Canadians. It is now one of the world’s 
easiest government Web sites to use. 


We will continue our efforts to modernize and improve 
service delivery for the knowledge economy and society. We 
will move ahead with the Government On-Line Initiative and 
ensure knowledge workers have the tools, learning and 
infrastructure to deliver in an electronic world. 


We will look for ways to better integrate service 
delivery channels in order to improve access, quality, 
efficiency and citizen satisfaction. We will seek to,improve 
the delivery of services in both official languages. 


Strengthening Policy Advice 


We have also continued to strengthen our advice to 
Ministers in a knowledge economy and society at every step 
of the policy-making continuum: research, analysis, 
development of options, implementation and monitoring. 
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Today's policy research capacity is considerably 
stronger than it was five years ago. Through the Policy 
Research Initiative, we have built networks with other 
governments, academia and think tanks. These have, in 
turn, helped us to better identify and address the medium- 
to long-term policy issues facing Canada. 


We have continued to consider policy issues 
thematically, to allow for broader perspectives on a set of 
issues. More and more policy is being developed 
horizontally, from children and youth to sustainable 
development and Aboriginal issues. We have explored the 
application of risk management principles to policy analysis 
and development. We encourage full and substantive 
interdepartmental consultations. And we continue to 
emphasize the need for monitoring how policies are being 
implemented and for making adjustments where necessary. 


In January 2001, recognizing that sound policy advice 
depends on a strong policy community, we launched a 
Policy Research Development Program designed to attract 
the best graduates into policy research in the Government of 
Canada. This complements departmental and corporate 
developmental programs. 


While the way we approach policy issues today is 
fundamentally different than it was a decade ago, more can 
still be done. Departments and central agencies need to 
work together to develop policy proposals with a whole-of- 
government perspective, to understand the linkages within 
and among policy issues, and to ensure that efforts to 
advance in one area also support progress in others. We 
also need to broaden the range of perspectives contributing 
to policy and program analysis by better integrating and 
co-ordinating advice across departments. Public servants 
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are encouraged to integrate regional and operational 
perspectives in policy research, analysis and development, 
and implementation. 


Taking the Next Steps 


Prime Minister, we have the right foundation, and we 
are moving in the right direction. There is a collective 
commitment to modernize the Public Service for today’s 
Knowledge economy and society. But our efforts are not 
leading us quickly nor far enough toward a Public Service 
that is innovative, dynamic and reflective of Canada’s 
diversity. 


Many people inside and outside the Public Service 
have analysed our human resources management 
challenges. These include the Strong Advisory Committee 
on Senior Level Retention and Compensation and, recently, 
the Auditor General. 


Human resources management has been examined 
through many lenses. One is the life-cycle approach outlined 
here: recruitment, retention and learning. Another, offered by 
the Strong Advisory Committee, is to take a functional 
approach with a long-term human resources strategy based 
on five interrelated elements: planning, staffing, rewarding, 
developing, and retaining. Still another approach, focussing 
on union-management relations, is being explored by the 
Fryer Advisory Committee on Labour Management Relations 
in the Federal Public Service. 


No matter how you look at it, it is clear that we are not 


able to keep pace because our current people management 
regime is too linear, inflexible and complex. 
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As the Strong Advisory Committee commented: 


It is the Committee’s view that there is an urgent need 
for clear accountabilities, matching authorities and a 
general streamlining of human resource processes if 
the Public Service is to deliver on its ambitious goals. 
In this respect, we support the Auditor General’s 
recommendation that the government address the 
long-standing structural and systemic issues 
immediately. 


To keep pace and better support the efforts of public 
servants at all levels, we need to move from our incremental 
approach to a more fundamental reform of the legislative 
framework for human resources management in the Public 
Service. 


We are already taking action to modernize 
comptrollership by making managers responsible for 
financial management within a clear accountability 
framework. Now it is time to modernize the management of 
human resources in the Public Service. 


We believe that modern human resources 
management legislation should be based on the following 
guiding principles: 


° First and foremost is the protection of merit, 
non-partisanship, representativeness and 
competence. 


° Second, management should be responsible 


for all aspects of human resources 
management. 
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° Third, authority for human resources 
management should be pushed as far down in 
the organization as possible. 


° Fourth, managers should be held accountable 
for the exercise of their responsibilities. 


In doing so, we aim to enable the Public Service of 
Canada to attract, retain and develop the talent needed to 
serve Canadians in the 21st century. 


Conclusion 


| am confident that we will be able to modernize the 
Public Service of Canada for the future. 


Prime Minister, the Public Service of the future is 
about people and place. It is as diverse as Canada itself. It 
is inclusive. The best and the brightest want to join — and 
do. They share a wealth of knowledge and experience. 


People and ideas circulate within and across 
organizations. There are career public servants and there 
are those who come and go, bringing with them new skills 
and knowledge. Outside expertise and diverse perspectives 
are welcome. There are leaders at every level. People work 
in teams and networks. They break down barriers. 


Decisions are made at the right level. People take 
responsibility for their actions. They are committed to serving 
their country and their fellow citizens with loyalty and 
dedication. They look to and prepare for tomorrow while 
getting results today. 
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The Public Service of the future is a place that offers 
the most interesting and challenging work around. It offers 
the opportunity for personal learning, development and 
growth. It provides people with the tools and the 
environment to do their work well. It is enabled by 
technology. 


It embraces continuous learning, career and 
professional development. Employees and managers share 
responsibility for learning. And it is a learning organization — 
where people share their experiences and learn from them. 


It is dynamic and adaptive, flexible and responsive. 
It values and rewards excellence and innovation. It promotes 
a balance between work and personal life. 


The Public Service of Canada of the future is an 
employer of choice that serves Canadians better and gives 
Ministers better, more integrated policy advice. 


Modernizing the Public Service is challenging. But it is 
too important not to do. 


Prime Minister, it is my privilege to lead the Public 
Service of Canada into the 21st century and to work with 
deputy ministers, agency heads, and public servants across 
the country to support the Government's efforts to position 
Canada as a world leader in the knowledge economy 
and society. 


Sincerely, 


Mel Cappe 
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PRIME MINISTER-+- PREMIER MINISTRE 


March 28, 2002 


Dear Mr. Cappe: 


Thank you for your annual report on the Public Service of 
Canada. 


Over my long career of public service, | have had many 
opportunities to observe the accomplishments and dedication of Canadian 
public servants. Their response to the tragic events of September 11 has 
certainly confirmed my pride in them. 


In my view, a competent, non-partisan public service, 
equipped with a modern legislative framework for human resources 
management, is critical to the Government's ability to serve the needs of 
Canadians today and in the years to come. 


A great deal of valuable work has already been 
accomplished toward this goal. | will be counting on you and the leaders 
of the public service to bring it to fruition. 


Yours sincerely, 
= Goetine— 


Mr. Mel Cappe 
Clerk of the Privy Council, 
Secretary to the Cabinet, and 
Head of the Public Service 
Room 332, Langevin Block 
Ottawa, Ontario 
K1A 0A3 
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Clerk of the Privy Council and 
Secretary to the Cabinet 


Greffier du Conseil privé et 
Secrétaire du Cabinet 


Ottawa, Canada K1A 0A3 


March 27, 2002 
Dear Prime Minister: 


As Head of the Public Service, | am pleased to report 
to you on the state of the Public Service of Canada, 
pursuant to section 47.1 of the Public Service Employment 
Act. 


In concluding my last report to you, | described the 
Public Service of Canada as an environment where “There 
are leaders at every level. People work in teams and 
networks. They break down barriers.” | told you that public 
servants were “committed to serving their country and their 
fellow citizens with loyalty and dedication.” Little did | know 
how profoundly the truth of these statements would be 
demonstrated in the hours, days and months following the 
tragic events which unfolded in the United States of America 
on September 11, 2001. As you well know, Canadian public 
servants acted swiftly and skilfully to assist our American 
friends and to ensure the safety and security of Canadians 
and the Canadian economy. 


Our ability to mobilize and perform in times of crisis, 
as well as in times of calm, reveals the strength of our 
professional, non-partisan public service. On September 11, 
there was no time to consult the rule books. Decisions were 
needed quickly. Actions were by necessity instinctive and so 
they were guided by the underlying values of the Public 
Service of Canada. These shared values have long provided 
a strong foundation for the public service, one on which we 
can build in the coming years. 


Deputy ministers and | continue to work to build a 
more modern, people-centred public service, one which 
accepts both the challenges and the opportunities presented 
by innovation, collaboration and service. Recruitment, 
retention and learning remain key. Yet, as | said in my last 
report to you: “We need to move from our incremental 
approach to a more fundamental reform of the legislative 
framework for human resources management in the Public 
Service.” With your support, the process of modernization 
began last spring, and reform proposals are now being 
finalized. 


However, legislative change alone will not allow us to 
attain our objectives. Cultural change is needed too — 
change that begins with leadership and is reinforced by 
action. 


Duty Called 


On the morning of Tuesday, September 11, 2001, 
you and | and tens of thousands of public servants went to 
the office expecting a day like any other. In fact, many were 
not actually planning to work that day; they were exercising 
their legal right to strike. Needless to say, none of us had 
any idea what the day would bring. 


Soon, news began to filter in about a plane crash in 
New York City, and then another, and more in Washington 
and Pennsylvania. The reports — some of which proved 
false, others horrifyingly accurate — shocked but did not 
paralyse us. 


Within hours of the attacks, the Public Service 
Alliance of Canada suspended strike activity, recognizing the 
importance of having its members on the job at such a time 
to protect the safety and security of Canadians. Quickly, 
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Canadian public servants, across the country as well as in 
our missions abroad, mobilized to ensure the security of our 
airspace, the integrity of our borders, the health and safety 
of our citizens, and the readiness of our defences. 


And many of the public servants whose 
responsibilities were unrelated to the tragedy and ensuing 
security concerns also felt a duty — a call — to help. They 
were among the thousands of Canadians who donated 
money and blood to the relief efforts. 


| am impressed by the way our efforts were marked 
by collaboration across organizational lines and international 
borders, with other levels of government, and with the 
private and voluntary sectors. They continued through the 
fall and winter, from the immediate security and policing 
challenges, to developing public safety legislation and 
budget initiatives, to ongoing efforts to counter terrorism and 
implement the Canada—U.S. Smart Border Declaration. 


In December 2001, | recognized the actions of 
thousands of public servants with certificates of 
commendation at the Head of the Public Service Awards 
ceremony. And | am pleased that the Leadership Network, 
through its on-line publication A Day in the Life of the Public 
Service of Canada «www.leadership.gc.ca>, has been 
profiling the teams and individuals whose actions brought 
credit to us all. 


It is also important to note that following the tragic 
events of September 11, the public service was able to help 
the Government of Canada balance the security needs of its 
citizens with its long-term, quality-of-life agenda. Just as so 
many public servants rose to the security-related challenges 
of the fall, others worked on many fronts to strengthen both 
the economy and the fabric of Canadian society. Over the 
year, progress was made on a range of priority areas, such 


as Canadian culture and the arts, and strategic 
infrastructure. Public servants also worked steadily on behalf 
of Canadians to make progress on important issues, such as 
innovation and skills, Aboriginal policy, the environment and 
international development assistance. 


The day-to-day work of the public service also 
continued through the fall. Canadians were able to count on 
the Public Service of Canada to deliver its most fundamental 
goal: service to the public. We forecast the weather; we sent 
out Old Age Security cheques; we promoted trade and 
investment. In other words: we kept on working. 


Values — A Strong Foundation 


Our values shape our actions every day, both when 
we have time to reflect and when — like last September — 
we do not. While it may be more important to put our values 
into action than into words, the Public Service of Canada 
also benefits from discussions about our values and ethics. 
This was one of the conclusions of a task force, led by the 
late Deputy Minister John Tait, which in 1996 produced 
A Strong Foundation. 


This ground-breaking work identified four families of 
public service values, so many of which were demonstrated 
by public servants responding to the events of 
September 11: 


° Democratic values, such as loyalty and commitment 
to the public interest; 


° Professional values, be they traditional values like 
neutrality and merit, or new ones like teamwork and 
innovation; 


° Ethical values, such as honesty and integrity; and 
° People values, like respect and humanity. 


| believe we do have a strong foundation of values, 
but as John Tait recommended, it is time to develop a 
statement of principles that would provide a shared direction 
for all public servants. As we build a more people-centred 
public service, we need touchstones to remind us where we 
have been and where we are going. As a result, last fall, | 
invited public servants to take part in discussions about the 
principles of the Public Service of Canada <www.principles- 
principes.gc.ca>. Since then, the co-champions of values 
and ethics in the public service — Janice Cochrane, Deputy 
Minister, Public Works and Government Services Canada, 
and Scott Serson, President of the Public Service 
Commission of Canada — have been talking to public 
servants across the country about a draft statement of 
principles for the public service. 


We expect to finalize and promulgate a statement of 
principles in the coming months, but alone it is insufficient. In 
my view, the discussion and debate over our principles — in 
organized group discussions as well as on-line — has 
already been of great value. This level of engagement leads 
to better understanding. And understanding leads to action. 


From the consultations to date, we know that many 
public servants feel that the draft statement describes the 
kind of public service they want, rather than the one they see 
today. And that is a fair comment. But scaling back the 
principles to match the present is not an option. We must be 
prepared to integrate our values and ethics into everything 
we do. It will take commitment on the part of every public 
service manager and employee to ensure the Public Service 
of Canada lives up to our principles. 


Building a People-Centred, Modern Public 
Service 


As | have said in previous reports to you, our ability to 
deliver quality services to Canadians and sound, non- 
partisan, professional advice to the Government, both today 
and in the years to come, depends on the calibre of the 
people in our public service. 


Working within the system 


Since becoming Clerk, | have stressed the need for 
greater efforts towards recruitment, workplace well-being, 
and learning. Departments and agencies are taking 
important steps in the right direction. And central agencies 
are supporting them in their efforts. 


The Public Service Commission of Canada is 
delegating recruiting authority to those departments willing to 
take on additional responsibility and accountability to 
achieve their unique objectives. For example, the 
Department of Finance is bolstering its on-line and 
on-campus recruitment efforts with both technology and the 
commitment of its managers and recruits. And while most 
public service post-secondary recruitment efforts have 
targeted students at Canadian universities, the Privy Council 
Office is also aggressively seeking Canadians studying 
abroad at some of the world’s finest universities. 


As well, we have to think beyond recruiting the young 
and the university-educated. Recruitment will be needed at 
all levels of the public service, for all types of jobs, and from 
all across the country. 


Departments like Fisheries and Oceans, with its new 
Recruitment Centre of Excellence, are moving from a 
vacancy-by-vacancy approach to staffing toward a planned 
and strategic one. Several departments have formed 
partnerships to meet their needs collectively. For example, 
Health Canada is working with six other science 
departments to increase Aboriginal employment in the 
science and technology fields. And focussed job fairs have 
helped us recruit qualified people representative of 
Canada’s diversity. 


As you know, the age structure of the Canadian 
population is such that in the coming decade large numbers 
of experienced employees and managers will retire. This 
demographic shift will have more serious repercussions on 
the Public Service of Canada because our proportion of 
employees under age 35 is only half that of the Canadian 
workforce at large. While this suggests great opportunities 
for young people in the public service, it also makes fora 
tremendous challenge for today’s managers to recruit and 
develop their staff to be the leaders of tomorrow. 


We could spend all of our energies recruiting, but 
those efforts are wasted if we do not provide an attractive 
workplace for our employees. Workplace well-being is 
having challenging work and the tools to do it. It is feeling 
that our work is adequately classified and compensated. It is 
working effectively in a safe and respectful environment. It is 
balancing the responsibilities and aspirations of our personal 
and professional lives. Workplace well-being is the key to 
retaining our valuable staff. Fundamentally, it is a measure 
of whether we are living up to our people values. 


Many departments and agencies have designed 
initiatives to improve workplace well-being — wellness 
programs and dispute resolution systems, for example. 
These organizations are formally recognizing and rewarding 
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those who excel at people management — because good 
people management is good management. And public 
service-wide policies have been announced on the 
prevention and resolution of harassment and on disclosure 
of workplace wrongdoing. 


In May 2002, a second survey of public service 
employees will be conducted. Public servants at all levels 
and across the country will have an important opportunity to 
make their views Known on Issues such as workload, career 
development, service to clients, harassment and 
discrimination. The results, which will be made public in the 
fall, will give us an important measure of well-being in our 
workplace today — compared to 1999, when the first survey 
was conducted. And the results will help us identify where 
we should focus our actions. 


Learning has long been one of my priorities because 
the knowledge intensity of public service jobs has increased 
at every level. Today, we are all Knowledge workers, but the 
Public Service of Canada has not yet fully become a 
learning organization. We still struggle to find the time to 
take advantage of learning opportunities while workload is 
high. And we know that, before our experienced staff retire, 
we must facilitate the transfer of knowledge to those who will 
remain. To maintain the quality of our work, we must 
develop our recruits, whatever their age or level, so that they 
can become /a reléve. 


Learning is an essential investment in the public 
service and, ultimately, in the future of Canada. We must 
take better advantage of formal and informal learning 
opportunities, of technology that facilitates learning and 
training, and of the best practices of the public and private 
sectors. Departments and agencies are active. Many are 
encouraging staff to use personal learning plans. The 
Canadian International Development Agency has 
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established a knowledge-management approach designed 
to connect people across the agency so they can share 
knowledge and lessons learned in order to be more 
effective. Solicitor General Canada, in addition to offering 
several in-house learning opportunities, is partnering with 
Health Canada to access this much larger department’s 
many career management and other learning programs. 
Furthermore, the Deputy Minister Learning and 
Development Committee is leading the promotion of a 
culture of learning in the public service. 


In summary, we have been working hard to make the 
Public Service of Canada work better. We have been 
making better use of the flexibilities that the current system 
provides, testing good ideas, and learning from the 
successes as well as the failures of others. 


Nevertheless, these efforts cannot overcome some of 
the fundamental problems with the public service human 
resources management system. To meet the goal you set in 
your response to the Speech from the Throne, “that we 
continue to have the talent necessary for a public service 
that is committed to excellence,” legislative reform is 
required. 


Building the system we need 


After the tragic events of September 11, many 
questioned whether the Government would, or even should, 
continue the effort to modernize our human resources 
management regime. | didn’t. Our accomplishments this 
past fall are a testament to the resilience of public servants 
and to the strong values which guide us. Nevertheless, 
sustained high performance — excellence in service delivery 


and policy development for Canadians in the years to come 
— is clearly outside our grasp without significant changes to 
the system. 


The current regime, designed to reflect the realities of 
another time, has become cumbersome and counter- 
productive. In fact, as you know, in her recent report on 
recruitment, the Auditor General concluded that “the public 
service faces a looming ‘human capital’ challenge due to the 
aging of its workforce, previous hiring and downsizing 
initiatives, a shift in the nature of work, and the tight labour 
_ market expected in the future.” 


The problems are complex and interrelated. The 
average staffing action takes five months. Delays in staffing 
result in increased workload for other staff, unmet 
commitments, and reduced service to the public. Managers 
admit to overreliance on short-term staffing to speed up 
hiring. But those short-term offers of employment are 
insufficient to attract highly skilled workers, particularly 
experienced people who are already working elsewhere. 


The Advisory Committee on Labour Management 
Relations in the Federal Public Service found that “although 
the system is supposed to protect employees from 
favouritism and similar abuses, union leaders considered it 
neither transparent nor fair.” Moreover, many seasoned 
employees feel that poor performance is ignored and that 
the only reward for good performance is more work. This is 
not conducive to workplace well-being. It is not conducive to 
public service. 


On April 3, 2001, you appointed Ranald A. Quail to 
head the Task Force on Modernizing Human Resources 
Management, which reports to me and supports Treasury 
Board President Lucienne Robillard in her responsibilities for 
human resources management reform. Over the last year, 
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the task force has worked diligently to develop 
recommendations for a modern policy, legislative and 
institutional framework to enable the public service to attract, 
retain and develop the talent needed to serve Canadians. 


To support the Government, we need a competent, 
non-partisan public service able to speak truth to power. To 
serve Canadians, we need a competent, non-partisan public 
service committed to excellence and innovation. To attract 
and retain bright, hardworking Canadians, we need a 
competent, non-partisan public service known for its quality 
and teamwork. Unfortunately, | believe the merit process we 
have has developed in a way which undermines the merit 
principle. Legislative change is needed to protect merit. 


Let me reiterate that the work of the task force 
continues to be guided by the principles | spoke of in my 
report to you last year: 


“We believe that modern human resources 
management legislation should be based on 
the following guiding principles: 


° First and foremost is the protection of merit, 
non-partisanship, representativeness and 
competence. 


° Second, management should be responsible 
for all aspects of human resources 
management. 


° Third, authority for human resources 
management should be pushed as far down in 
the organization as possible. 


° Fourth, managers should be held accountable 
for the exercise of their responsibilities.” 
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Since its formation, the task force has undertaken 
broad consultations, for which | would like to recognize the 
assistance of the Association of Professional Executives of 
the Public Service of Canada and the federal regional 
councils. And | have benefited from the advice of young 
people in the public service in addition to an external 
advisory group made up of experts from the private and 
public sectors, labour and academia. 


Proposals for modernizing the legislative framework 
for public service human resources management are being 
finalized for consideration by you and your Cabinet. As 
Mrs. Robillard has stated, draft legislation is expected to be 
ready for tabling in Parliament in the fall. 


Legislative change is, however, only the beginning of 
our work. Implementing a modern human resources 
management regime is an even bigger challenge. To 
succeed, we will need your continued confidence, as well as 
the commitment of public service managers and staff. We 
will need to ensure that our management culture modernizes 
along with the legislative and institutional framework. Our 
managers must be ready, willing and able to assume the 
responsibility, authority and accountability of the new 
regime. 


Leaders — Heeding a New Call 


Leadership is never easy, but it is particularly difficult 
when expectations for results are high. The modernization of 
human resources management will provide tools for those 
willing to use them. But there is a great deal of skepticism 
and cynicism across the public service, a feeling that those 
tools will never be picked up and used. | understand the 
disillusionment that comes from hearing a lot of talk without 
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seeing very much action. But today we have an opportunity 
for fundamental change — change that neither you nor | can 
make alone. 


It will take the commitment of senior public servants, 
who have had the challenge laid out for them in the 
Corporate Priorities for the Public Service of Canada, 
2002-2003 «www.pco-bcp.gc.ca/performance-rendement. 
The priorities call on them to take concrete, measurable 
action to improve their human resources management and 
ready their organizations for legislative change; to ensure 
their workplaces better reflect Canada’s linguistic duality and 
respect the provisions of the Official Languages Act; to 
provide for the integrity and continuity of government 
programs and services in terms of security and 
preparedness; and to work in greater collaboration with 
colleagues and stakeholders in the public, private and not- 
for-profit sectors. 


In the knowledge economy, prosperity requires 
innovation. In turn, innovation requires investment in 
people's creativity and talent. And innovation and investment 
in people is equally important to the Public Service of 
Canada. We must engage the enthusiasm and brainpower 
of the people we already have on our teams, as well as the 
people we want to attract. That’s why we are promoting a 
leadership style that encourages a change in culture and a 
culture that encourages change. 


| must say that | am often struck by the humility of the 
everyday heros of our public service. They insist that they 
did nothing special; they just did their jobs. That is probably 
true, and that is why we can learn so much from them. We 
public servants must learn from those who do it right the first 
time; those who work in collaboration; those who believe that 
one person, one action, one change can make a difference. 
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Conclusion 


| am extremely proud of the Public Service of 
Canada, both for what it accomplished in the aftermath of 
September 11 and for what it achieves every day across the 
land. Shared values give public servants a strong foundation 
on which to build. 


In order to meet the challenges of public service in 
the future, we will continue the efforts that we have begun 
on recruitment, workplace well-being, and learning. We will 
provide you with sound proposals for modernizing the 
framework for human resources management. And we will 
work to ensure that these legislative reforms result in 
improvement, not just change. 


As public service employees, we rely on one another 
to advance the interests of Canadians and to serve the 
government. For some, public service represents a special 
calling. Others see it as a job where they have a chance to 
grow personally while contributing to building Canadian 
society. Regardless, we are all drawn together by the values 
we share and the principles that guide our work. 


| invite every public servant to join the discussion on 
our principles, values and ethics. 


| call on public service leaders, whatever their level, to 
do something different, something better, to make today’s 
Public Service of Canada a little more like the one we aspire 
to have. 
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| challenge public service managers to become better 
people managers. 


Together, we can build a public service which is 
strong and able to serve the needs of future generations of 
Canadians. 


Yours sincerely, 


Mel Cappe 
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Greffier du Conseil privé et 
Secrétaire du Cabinet 


Clerk of the Privy Council and 
Secretary to the Cabinet 


Ottawa, Canada 
K1A 0A3 


March 31, 2003 


Dear Prime Minister: 


Pursuant to the Public Service Employment Act, | am 
pleased to submit to you the Tenth Annual Report to the Prime Minister on 
the Public Service of Canada. 


As public servants we take great pride in our vocation of 
service to fellow citizens and in the institution which we serve. Excellence 
is the standard that we set for ourselves in every aspect of our work. 

We know that the privilege of being a public servant is balanced by 
responsibility and accountability and that both of these features are based 
on the trust which Canadians place in us to serve on their behalf. 


Our response is a commitment to you and your government 
to continue to strive for the highest professional and ethical standards of 
public service. 


Yours sincerely, 


Alex Himelfarb 
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The Public Service of Canada — 
Tribute to a National Institution 


The Public Service: an essential institution 


Over the last 40 years, the Public Service of Canada has 
entered periodic states of reflection and reform. Several 
royal commissions have been created and have reported on 
how to improve and modernize our managerial, resource 
management, leadership and accountability practices. The 
Public Service tested various expenditure management and 
budgetary processes so that ministers were able to set 
political and fiscal priorities based on good information, 
strategic planning and empirical analysis. Our predecessors 
understood that excelling as a professional public service 
required experimentation, critical self-appraisal and change, 
and continuity with public service values. 


Certainly, the Public Service has seen public administration 
failures; but its collective history has been to dedicated 
service, supporting democratic leaders in building an envied 
nation. The Public Service has given Canada a competitive 
advantage in the ongoing global competition for trade and 
investment, and it continues to make fundamental and 
significant contributions to the high quality of life enjoyed by 
all Canadians. 


Our professional competence has earned respect for us 
from both domestic and international observers and has 
generated a growing demand from public service colleagues 
around the world for our assistance and guidance. Although 
contexts, objectives, political priorities and national interests 
inevitably change, the Public Service of Canada has 
remained a powerful testimony to the impact that good 
governance and professional public service can have ona 
nation’s quality of life. 


As a national public institution, the Public Service of Canada 
has these defining attributes: 


The Public Service exists as an instrument of 
democratic contro/. |n Canada’s system of 
parliamentary democracy, the Public Service serves 
the government of the day. All our actions and 
services are an expression of democratic will and 
choice. The Public Service never acts independently 
of the government. Our institution is an instrument of 
democratic choice. We are held accountable for our 
actions through democratic processes and values. 


The Public Service serves all citizens. Service to 
citizens is the paramount obligation and duty of ail 
public servants. Our predecessors created a pan- 
Canadian service infrastructure that has enabled the 
Public Service to work with and serve Canadians in 
their own communities. In the latter part of the 

20th century, much of this infrastructure was 
expressed through local offices and regional 
agencies, such as Canada Post and local 
employment offices. In the 21st century, this 
infrastructure is shifting and the number of service 
channels increasing, due to the increasing use of 
innovative information and communication 
technologies. And the most recent research available 
demonstrates that, since 1998, there has been a 
measurable increase in Canadians’ satisfaction with 
the services they receive from the federal 
government. The service delivery infrastructure we 
have created allows us to be both national and local 
at once. This duty to serve is particularly crucial to a 
national public service that must at all times sustain a 
standard of excellence in diverse communities, in all 


regions and around the world. The Public Service of 
Canada has taken significant strides to meet this 
duty, but more can and must be done. 


° The Public Service contributes to the national 
interest. No modern nation thrives well or for long 
without an ethical, effective and competent national 
public service. This is essential to democracy, 
fairness and the rule of law. Without such public 
administration, economies flounder and societies 
suffer. The Public Service has served the national 
interest admirably throughout its history. Our mandate 
of service to Canadians is built on a platform of 
values and ethics that require us individually and 
collectively to work for the public good at the highest 
levels of ethical conduct. 


Our commitment to professional competence is supported 
by the strength of our institution’s greatest asset — 
committed public servants. 


Other strengths flow from the non-partisan nature of our 
institution. Precisely because it is non-partisan, the Public 
Service is able to support Canada’s democratic system 
through its ability, first, to provide to the government of the 
day the best possible policy advice based on an objective 
review of the public good; and, then, to deliver effective 
services based on the agenda of the government. 


Our strengths come from our diversity; our strengths come 
from our commitment to the public interest. We have 
inherited a vital national institution. We have an obligation to 
uphold its values and to continue transforming the means 
we use to serve. 


The year in review — 2002-3 


The Public Service seldom if ever makes headlines when it 
performs well, yet almost always makes headlines when it 
does not. Over the last year, such headlines overshadowed 
the achievements and successes of the majority of public 
servants in the delivery of their mandate of service 

to Canadians. 


The last 12 months have seen steady progress in the 
ongoing reform and renewal of the Public Service and a 
strong response to new challenges. Foremost among these 
was the requirement to meet the government's needs for an 
ambitious and renewed policy agenda. To implement this 
policy framework, we have been engaged in the design of 
programs and services to deliver on the policy agenda, 
including the review and reallocation of resources in support 
of service delivery. 


We have also continued to focus on our corporate priorities 
of increasing diversity, building our learning capacity, 
reinforcing our commitment to official Ianguages, and 
continuing to strengthen the practice of modern 
comptrollership. Progress has been made on all fronts, but 
more remains to be done. As such, these issues will 
continue to be priorities in the coming year. 


The reinforcement of our public service values and ethics 
has also featured prominently over the past year. Initiatives 
are under way in line with the recommendations contained in 
the Auditor General’s 2000 report on public service values 
and ethics. As well, in direct support of the eight-point plan 
of action on ethics in government announced by the Prime 
Minister in May 2002, considerable work has been carried 
out on the elaboration of a public service code of values and 


ethics, and revised conflict of interest and post-employment 
guidelines for public servants. Work is also under way on 
guidance to deputy ministers. 


Human resource management reform placed high on the list 
of priorities for our renewal in the past year. The completion 
of the work of the Task Force on Modernizing Human 
Resource Management caps a lengthy period of research, 
review and consultations with the key stakeholders in the 
public sector. The package of subsequent recommended 
reforms contained in the Public Service Modernization Act 
will have profound and positive effects on recruitment, 
labour relations, workplace well-being, and learning. 


Drawing from the past to prepare for the future 


The 1990s were turbulent times for the Public Service of 
Canada. Our resilience and agility were tested. Despite the 
occasional strain, we enter the 21st century as a healthy, 
vibrant, secure national institution. This self-confidence is 
expressed strongly in response to the Public Service 
Employee Survey in 2002. The results show that federal 
public service employees are dedicated to their jobs. 
Workplace challenges still need to be addressed, but the 
2002 survey reveals an energized, committed workforce. 


Canadians deserve to feel confidence in their public service, 
since its decisions and actions affect their lives and 
interests. We as public servants must always be aware of 
the importance of our mission. There is no comparable 
institution in Canadian society capable of replicating our 
function. This means we have a continuing responsibility, an 
obligation, to pursue excellence and improvement. 


The Public Service of Canada — 
Aspirations for a National Institution 


We are privileged to have inherited a national public trust 
that has a defining impact on the quality of Canadians lives 
and on the way that Canada shapes its future. Managing 
this trust requires vigilance, dedication and an unwavering 
- fealty to our values and ethics. This trust is honoured in 
every essential service to citizens, in every expression of 
policy advice to ministers, in every public expenditure and in 
all the laws that govern our institution. 


Tomorrow's Public Service must protect the history of 
service to ministers and Canadians that has been 
bequeathed to us. To be a model of public service and 
public duty, we must invest in essential partnerships with 
political leaders, citizens, other levels of government, the 
marketplace and civil society. 


Accepting the primacy of the rule of law 


The mission, responsibilities and obligations of the Public 
service of Canada are defined within a democratic system 
of responsible government, within rights and freedoms 
guaranteed by the Constitution Act, 1982, and within the rule 
of law. In this context, executive power is exercised on the 
advice of ministers drawn from the democratically elected 
and representative House of Commons and held to account 
by the House. The Public Service provides service to 
Canadians and advice to ministers, and it is held to account 
by ministers for the quality of this service and advice. The 
Canadian Charter of Rights and Freedoms entrenched the 
constitutional rights of Canadians in a free and democratic 
society, and these are preserved in law, regulation and 
jurisprudence. Under the rule of law, the law is supreme over 
government officials as well as citizens; individual public 
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servants cannot substitute their personal views for the law. 
The Public Service is accountable to ministers for 
supporting, applying and enforcing the rule of law. 


None of these touchstones in our democratic, legal and 
constitutional order are for debate or dispute. But to be 
effective and efficient, and to ensure that the rule of law is 
not compromised by omissions, rigidities or errors, we must 
advise ministers about laws that need to be created or 
modernized. We must also regularly examine the rules and 
policies that govern our institution to ensure that they enable 
us to provide ministers and citizens with the highest quality 
of service. 


Reflecting on where we are 


The reputation of our institution has been damaged in recent 
years. Core competencies have been criticized and 
questioned. There have been public controversies about the 
way we managed grants and contributions, distributed 
sponsorship funds and managed a national registration 
system. This scarring may not be permanent, but it shakes 
the pride we have in our institution. It undermines the 
contract of trust between citizens, parliamentarians and us. 
We must be vigilant at all times, being as careful as 
required, but operating in a manner that does not stifle 
innovation. 


Missteps in a large, diverse, complex public sector or private 
sector organization are inevitable. The Public Service of 
Canada does not exist in a static environment. It cannot 
serve well if it does not innovate, experiment and change. 
Innovation in policy advice, resource management and 
service delivery invigorate our institution. Change involves 
uncertainty; it requires a measure of risk, a measure of 
leadership and a measure of vision. But risk must be 


calculated, assessed and embraced prudently. By managing 
and taking risks, the Public Service will adapt, learn and be 
strengthened. If we do this well, the public trust will be 
stronger. If we fail, we should be held to account for our 
miscalculations, admit to our mistakes, learn from them and 
take corrective action. 


The Public Service has essential features and obligations 
that require prudence and vigilance in our responsibility for 
public safety and stewardship, our accountability to ministers 
and citizens, our management of public funds, and our 
respect for the rule of law. 


The highest standards of professionalism are not always 
achieved. Missteps require attention and repair. Federal 
public servants are proud professionals. They understand 
that serving the public is a privilege, an opportunity, a duty 
and an obligation. When the institution is wounded, 
Canadians have less pride in their public servants. Yet we 
thrive on that pride; we want Canadians to trust their public 
institutions; we want Canadians to take pride in our 
profession. To secure and retain this pride, we have set high 
standards for ourselves. Small mistakes can be corrected 
quickly; larger ones can as well, but they require us to 
rebuild the indispensable trust of Canadians. Without trust 
and pride, the institution suffers. We become timid, and 
forfeit opportunities that can come from taking risks. 
Missteps must be used to learn and adjust, so that we 
remain an uncompromised professional, non-partisan 
public service. 


Uncompromising adherence to values and ethics 


Values and ethics are the immutable core of the Public 
Service. Our dedication to values and ethics must be 
unassailable and unwavering. We draw our values and 
ethics from those embedded in Canadian society and those 
expressed by Canadians in the way they conduct their daily 
lives. We must exemplify those values; we must practice 
them at the highest possible level as we meet our 
responsibilities and duties. 


The vibrancy and strength of our values and ethics are deep 
and wide; lapses are rare. The Public Service is a values- 
based institution; seldom do private and personal interests 
displace the public interest. But no lapse is permissible in 
the realm of public service. Work will continue on a new 
code of values and ethics for all federal public servants. 


Setting the world standard for a professional 
public service 


Canadian expertise and experience in modern public 
management are valued throughout the world, in both 
developed and developing nations. 


We can justifiably aspire to setting the world standard for a 
professional public service. This means that such core 
competencies as financial management, human resource 
management, information and communications 
management, leadership development, professional 
development and service delivery should be embedded in all 
departments and agencies and at all levels. When this core 
is neglected, standards of professionalism decline. Modern 
public management is about innovation and about continuity. 
Professionalism is expressed both through managing 
change and by practising the essential techniques of good 
public management. With this core secure, accountability is 
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strengthened, financial probity assured and values and 
ethics flourish. Without this core, the space for innovation, 
adaptation and experimentation is reduced. 


We should use our knowledge and expertise in public 
management as a strategic asset. We should work with 
other nations that aspire to construct a well-performing 
national public sector. Our professionalism should be our 
“prand” and our voice on the global stage. 


Recruiting the best of future generations 


The Public Service of Canada has an aging work force; the 
inescapable reality of demographics has required aggressive 
succession planning, recruitment and leadership 
development. During the last seven years, plans have been 
developed and implemented to prepare the Public Service 
for the future. This action is helping ensure that we continue 
to be staffed by skilled, adroit and dedicated leaders, 
professionals and employees. Perhaps the most striking 
result has been the recruitment of a large number of young 
Canadians who want to join and contribute to our national 
institution. These young Canadians will carry the 
responsibility and privilege of protecting the legacy of our 
traditions, our values and our commitment of service to 
Canadians. They bring with them the ideas and experiences 
of their generation — where rigid hierarchies, inflexible work 
environments and dated management practices are alien 
and distracting. If we are to develop this new talent and if we 
are to be a truly knowledge-based institution, then we must 
adapt. We must develop and nurture a new generation of 
public servants. 


But the Public Service of Canada is also an institution of 


accountability, of administrative law, of terms and conditions, — 
and it is subject to the democratic control of ministers and 
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Parliament. New public servants will need to understand that 
the Public Service rests on a set of untouchable foundations 
of ministerial accountability, democratic control and core 
competencies. None are discretionary. Our collective 
challenge will be to harvest the creative insights of new 
public servants within the framework of what defines us as a 
professional institution. Through this shared effort, we will 
create a working environment where the best talent in 
Canada comes and contributes. 


Being relevant in an evolving Canada 


As Canadians’ sense of citizenship has changed, so too has 
the Public Service. We must be in a continuous state of 
realignment; an institution that does not adapt runs the risk 
of becoming detached from the citizens it serves. 
Realignment means that public expenditures must be ina 
continuous state of review to ensure that federal programs 
and services achieve their highest possible value and reflect 
the changing nature of public interests and needs. 


When Canadians receive service from our institution, they 
must see a reflection of themselves. We need to mirror the 
society we serve. Our relevance to citizens depends on how 
we see and understand Canadian society and how we 
respect the varied qualities of our shared citizenship. We are 
a public institution; we must reflect that public. Our 
professionalism is assured only if we are staffed by leaders 
and employees who reflect Canada’s rich ethno-cultural 
diversity. We must increase our efforts to diversify our 
recruitment; we must create a work environment that 
supports the voices and talents of our different communities. 
This diversity must be reflected at all levels and in all 
departments and agencies. Canadians must be able to 
exercise the right to interact with public servants and to 
receive services in the official language of their choice. 
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We will intensify our efforts to make the Public Service more 
reflective of Canada’s cultural and linguistic diversity and its 
regional and social diversity. This diversity of cultures, 
approaches and ideas will help achieve innovation and 
excellence in service. 


Crafting leading-edge policy advice 


No public service can claim to be professional if it does not 
offer ministers clear, precise advice based on rigorous 
research and collaborative processes that draw from 
conversations with citizens and stakeholders. But timid 
advice is no more helpful to ministers than badly crafted 
advice. Professionalism exists when ministers receive advice 
that challenges, guides and clarifies. 


Our policy advice should include consideration of new 
futures and new directions that challenge orthodoxies, 
question assumed realities and reveal new possibilities for 
improving the lives of Canadians. Policy advice that is 
defensive, stale or cautious forfeits the possibility of forging 
undiscovered futures. In the past, our institution has 
provided ministers with bold ideas and insights about the 
creation of the welfare state, North American free trade, and 
how best to restore Canada’s fiscal sovereignty. At a time 
when the boundaries between global and national policy are 
diluted and when social policy and economic policy are 
indistinguishable, the quality of our policy advice becomes 
even more important. Canada’s future will be shaped by 
many forces, but the precise pathway to the future is not 
predetermined. The Public Service can offer choices to 
ministers and can provide advice on the cost of those 
choices. We can help ministers shape a better future for 
Canada and Canadians. 
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The Public Service of Canada must continue to link 
international and domestic policy development; we must 
absorb best practices in comparative public management; 
we must create networks with other national public sectors; 
we must create strong partnerships with global civic society 
organizations; we must incorporate the best research from 
abroad. Through these efforts, ministers will receive policy 
advice and frameworks that look to the future and learn from 
the past. We will give them exciting choices on how to 
exercise their political leadership. 


Achieving excellence through learning 
and innovation 


The Public Service of Canada is now a knowledge-based 
institution. Its strength and future will be determined by its 
intellectual assets: its employees. Our creativity, knowledge, 
insight and skills will determine our future. Keeping our 
knowledge and skills current, relevant and leading-edge 
requires a permanent commitment to learning and 
innovation. The Public Service now has an institution-wide 
learning policy. 


Continuous learning is key to innovation. In the Public 
Service of Canada, innovation is not improvisation; nor is it 
change for change’s sake. Learning provides the foundation 
for the kind of innovation that brings better service to 
Canadians. By excelling at learning and innovation, the 
Public Service will continue to be an institution of ideas, of 
values and ethics, of excellence, and of world-class service 
and policy advice. 
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Conclusion 


The Public Service of Canada is an essential, national 
institution. It is a key component of the network of 
democratic structures and processes that serve Canadians 
so well and that play a major role in generating Canada’s 
prosperity and development and maintaining a high quality 
of life for its citizens. 


As public servants of today we have inherited a proud 
tradition of excellence in service based on a strong 
foundation of competence, ethics and values. We are 
recognized around the world as a leading example of public 
sector governance and management. 


Notwithstanding our heritage, and our reputation for 
excellence, we have no room for complacency. Even as the 
world shifis beneath our feet, we must and will position our 
institution to develop its strengths and master its yet 
untapped capabilities, so we can remain in step with the 
changing needs and expectations of Canadians. 


During the coming year, we will continue to broaden and 
strengthen our performance within the context of our current 
management and leadership agendas. This process will not 
be easy, but it will be absolutely necessary if we are to 
remain relevant and responsive to Canadians. 
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Clerk of the Privy Council and 


Greffier du Conseil privé et 
Secretary to the Cabinet 


Secrétaire du Cabinet 


Ottawa, Canada 
K1A 0A3 


March 30, 2007 


Dear Prime Minister: 


In my role as Head of the Public Service, | have the honour 
to submit to you the Fourteenth Annual Report to the Prime Minister on 
the Public Service of Canada, in accordance with the provisions of 
section 127 of the Public Service Employment Acct. 


This document goes further than reporting on our challenges 
and achievements during the past year. It also sets out the future 
direction of the federal Public Service and the important path of renewal 
we are actively pursuing. 


The first report of the Advisory Committee on the Public 
Service, which you appointed on November 21, 2006, is included as an 
annex to this Report. In fulfilling its mandate, the Committee is 
supplementing our own efforts toward renewal. 


The world is changing and the needs and aspirations of 
Canadians are evolving. As such, the nature of our work as public 
servants is adapting in the face of these challenges. In addition, 
demographic shifts add urgency to our ongoing efforts to recruit the next 
generation of public servants within an ever more competitive labour 
market. What is constant is our commitment to serve the Government in 
implementing its priorities on behalf of Canadians with the highest degree 
of professionalism, non-partisanship and ethical standards. 


Your recognition of the importance of this national institution, 
which adds so much to our quality of life and serves as a vital pillar of 
Canadian democracy, is very clear. | greatly appreciate your support of 
renewal efforts to ensure it is strong and vibrant in the future. This mirrors 
a deep commitment within the Public Service to remain a strong, diverse 
and dynamic institution, serving Canadians with pride, excellence and 
integrity. 


Sincerely yours, 


enn G. Lynch 
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I. Introduction 


This is the fourteenth report by the Clerk of the Privy Council on 
the Public Service of Canada, and the second since I took up my 


current responsibilities as Head of the Public Service in March 
2006. 


My first report was very much a personal statement of how I see 
my duties as Clerk in relation to the vital national institution that is 
the Public Service of Canada. I said a year ago that “there are few 
careers that allow one to directly impact the lives of fellow citizens 
in almost all aspects of one’s work [and] ... few workplaces that 
provide such a broad range of experiences.” Making the most of 
the opportunity to serve is the challenge facing every Canadian 
who chooses a career of public service. 


Purpose of this report 


This, my second report, fulfills a rather different purpose than last 
year’s document. It 1s intended to set out what I see as the future 
direction of the federal Public Service, and specifically to describe 
the path of renewal on which we are embarked. The process of 
public service renewal must be driven by many different people in 
dozens of government organizations, large and small, from one end 
of Canada to the other. The role of the Clerk, as the most senior 
federal public servant, is to define major objectives, to set out 
benchmarks against which we can measure our progress, and to 
drive a continuing process of change and renewal that will take us 
well into this new century. 


To this end, this report has essentially four objectives as a 
reference point for the continuing process of renewal that we have 
begun. 


a) Why renewal? 


The first objective is to generate in the mind of the reader an 
appreciation of the need for renewal. Why, exactly, is it important 
in 2007 to focus on the renewal of Canada’s Public Service? Many 
would say that the Public Service seems to have been renewing 
itself for much of the past 20 years. Is this process never going to 
end? Why is it necessary to put people and institutions through still 
more change and, some would say, upheaval, when there are so 
many other things to be done by government in the service of 
Canadians? 


The answer, to put it simply, is this: if the Public Service, as a core 
national institution, does not renew itself for future as well as 
current service to the government and people of Canada, it risks 
becoming less relevant, less useful and less respected as the years 
go by. If we do not commit ourselves to a continuing process of 
renewal, the Public Service will not remain a creative national 
institution, central to the governance and development of our 
country. 


b) What is driving change? 


The second goal of this report is to lay out a clear factual 
foundation and context for renewal. We need to understand the 
particular circumstances of our country and of the Public Service 
that compel a major investment of time and effort in change and 
renewal. What are the driving factors in our society and in the 
world that motivate a fundamental rethinking of what public 
servants are doing and how they are doing it? Why is it important 
to pay particular attention to issues such as recruitment, leadership 
and learning? What is required to create a workplace that fosters 
creative policy making, responsible decision making, and clear 
accountability for results? 


c) Goals and yardsticks 


A third objective is to set priorities, year by year, and define clear, 
credible goals against which we can measure and report on 
progress over the next five years. Five years represents what an 
optimist might call the foreseeable medium term; a realist might be 
less sanguine about our capacity to anticipate future developments, 
but equally convinced of the need for a multi-year planning 
horizon. However events actually unfold, it is essential to plan 
today for a continuing process of change and renewal, recognizing 
that course adjustments will be necessary along the way. 


d) Moving ahead together 


The final aim of this report is to build a sense of shared purpose 
and commitment to renewal, at all levels of the Public Service. 
Like many thousands of my colleagues across government, I have 
spent my entire career as a public servant. Like those colleagues, I 
am proud to have been able to work on policies and programs that 
have affected the lives of Canadians. I would hope — indeed I am 
committed to ensuring — that future generations of young 
Canadians will consider careers as public servants with the same 
spirit of optimism as I did, and will be able to conclude their public 
service careers with a well-earned sense of satisfaction. 


Despite some recent claims to the contrary, this same sense of 
pride and purpose can be found throughout Canada’s Public 
Service. The latest Public Service Employee Survey, for example, 
achieved an impressive 59 percent response rate. It showed that 
90 percent of respondents were proud of the work done in their 
unit, and that 96 percent were strongly committed to making their 
organization successful. Over 80 percent felt their organization 
was a good place to work.' A private sector CEO who saw these 
numbers remarked recently that any organization — private or 


1. 2005 Public Service Employee Survey, http://www.hrma-agrh.gc.ca/survey- 
sondage/2005/index_e.asp 


public sector — would be happy to see this level of commitment 
and job satisfaction from its employees. At a minimum, these very 
positive attitudes within the Public Service provide a solid 
foundation on which to build a continuing sense of shared purpose 
for the future. , 


Structure of this report 


This report has six sections. Following this brief introduction, 
Section Two: The Public Service in 2007 describes Canada’s 
Public Service today — what it is, where it has come from and how, 
in broad terms, it is organized.” The section talks about the very 
wide range of duties fulfilled by public servants and the 
importance of a well-functioning Public Service to the security and 
prosperity of our country. 


Section Two also sets out the major issues and challenges facing 
the Public Service — both today and over the medium to longer 
term. These include renewal, leadership, risk management, 
balancing appropriate accountability with a commitment to service 
and innovation, and generally preserving the values of the 
traditional Public Service while applying them in the ever- 
changing environment in which we serve. 


Section Three: Public Service Renewal sets out the principles that 
must underpin a successful and sustained process of renewal, as 
well as the instruments that are available to drive that process. 
These range from committees of deputy ministers to specific 
programs of recruitment and development that will touch 
thousands of public servants, both newcomers and veterans, over 
the coming years. The section also talks about the many different 
partners, inside and outside government, who have a stake in 
renewal. 


2. Further details on both the business of the federal government and the 
makeup of the Public Service are found in Annexes | and 2. 
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Section Four: Priorities for the Short and Medium Term identifies 
four priorities that have emerged from a dialogue within the deputy 
minister community and from other discussions within the Public 
Service. The section talks about specific goals in each of these four 
areas, how we intend to measure progress, what we hope to 
achieve in the short term and what will take longer (in some cases, 
much longer). 


Section Five: Looking at the Longer Term examines some of the 
issues that will preoccupy the Public Service in the coming years, 
notably simplification of process, innovation, risk management and 
leadership. The purpose here is not to cast a workplan in stone, but 
rather to give public servants and those who care about the Public 
Service a sense of the elements of our longer term agenda, 
recognizing that circumstances can change and that, as always, we 
must be prepared to adapt our efforts to meet new challenges. 


At the conclusion of the report, Section Six: A Message to Fellow 
Public Servants speaks to readers who, like myself, have 
committed themselves to careers in the Public Service. Most of 
them have lived through a somewhat bumpy process of change 
over the past 15 years or more. They have sustained programs and 
generated new policies for new governments, while perhaps 
wondering how external forces will affect them and their careers, 
and even asking what the very concept of public service means 
today. I want every one of them to know that we are in this process 
of renewal together, and for the long term. Collectively, it 1s public 
servants themselves who are the true stewards of this vital 
institution, Canada’s Public Service. 


II. The Public Service in 2007 


Description 


The federal Public Service is the largest enterprise in Canada and 
certainly an important one. 250,000 Canadians work in the core 
federal Public Service’ — these are the people employed in the 20 
departments and 180 regulatory and administrative agencies of the 
federal government. Beyond this are the 220,000 Canadians who 
are members of the Canadian Forces (64,000 plus 25,000 
reservists), the RCMP (some 20,000 regular and civilian members) 
and Crown corporations (for example, employees of CBC, VIA 
Rail and Canada Post). 


Public servants work in dozens of different occupations from food 
inspectors to First Nations claims negotiators and from public 
health specialists to diplomats. The Government of Canada 
employs some of the most highly skilled people in the country, 
many of whom are internationally recognized for their expertise 
and their accomplishments. 


The activities of government can be similarly divided into dozens 
of different lines of business and thousands of individual 
programs. These are delivered directly by more than 200 federal 
organizations, and indirectly on behalf of the government by 
hundreds of non-profit agencies across Canada. The federal 
government operates 1,600 points of service across the country, 
and abroad Canadians are served by diplomatic and consular 
offices in 180 foreign countries. 


3. The core federal Public Service numbers 250,000 and includes agencies such 
as the Canadian Food Inspection Agency, the Canada Revenue Agency, Parks 
Canada and the Canadian Security Intelligence Service for whom the Treasury 
Board is not the employer and where the Public Service Commission is not 
empowered to appoint people in these organizations. 


One of the most fundamental functions of the federal government 
is to raise revenue to pay for the federal programs and services 
Canadians need. In 2005-2006, tax revenue was some $222 billion, 
while spending amounted to $209 billion, leaving a surplus of 

$13 billion. 


The pattern of federal spending has changed considerably over the 
last decade to meet the evolving needs and expectations of 
Canadians. The largest growth has been in health spending, 
reflecting an aging population, innovation in health care and other 
factors. One of the other fastest growing areas of federal spending, 
especially since the events of 9/11, has been in the broad area of 
national security. Spending on public safety and anti-terrorism 
grew 43.6 percent in the four years between 2002-2003 and 2006- 
2007.* This has been accompanied by increased spending on 
justice and crime prevention domestically, and internationally by 
increases in defence and aid spending. 


If there is a longer term trend line for the federal Public Service, it 
surely must follow the evolution of the federal government’s role 
in the federation, shaped of course by a changing public 
environment and broader changes in technology and in global 
realities that have an impact on our society. The trend line is 
toward a more focused role for the federal government in some key 
areas, including the delivery of services; redefinition of the 
relationship with First Nations; closer engagement with the 
provinces in areas of shared interest and responsibility such as 
immigration and the environment; and a growing realization of the 
importance of investing — and re-investing — in research and 
essential infrastructure to sustain a successful modern economy. 
Needless to say, effective fiscal management ensures a solid 
budgetary foundation for all of these activities and for the 
prosperity of the country as a whole. 


4. Spending on public safety and anti-terrorism involves 150 programs and 
33 departments and agencies. Spending in 2006-2007 totalled $6.26 billion, an 
increase of 43.6 percent since 2002-2003. 


Why a top quality public service is important 


The work of public servants has always been complex and 
challenging, whether it involves regulating air transportation, 
promoting Canadian exports, or inspecting to ensure safe and high 
quality food on our tables. Today, however, working inside 
government is arguably more difficult than ever because the issues 
facing government are so complex, and because there is so little 
tolerance for error in the environment in which public servants 
work. The changes brought by the information revolution of the 
past 25 years, among other factors, have affected the business of 
government profoundly because they have amplified public 
expectations of what governments can do, at the same time as they 
have exposed every facet of public sector work to critical public 
scrutiny. 


That scrutiny is to be welcomed because it is an essential feature of 
the democratic process. Parliament, the press and the public are 
entitled to ask what the government is doing with the tax dollars it 
is collecting, and whether it is performing as effectively and 
efficiently as Canadians expect. But the current environment of 
scepticism about government and of increasing demands for 
accountability also brings its own risks — notably the risk that 
public servants will become so enmeshed in systems for 
monitoring and reporting that they lose their capacity, and their 
readiness, to manage risk. Strengthening accountability does not 
have to mean stifling creativity in policy or compromising service 
delivery. 


The Organization for Economic Cooperation and Development, 
the World Bank and the International Monetary Fund all have done 
studies that show clearly what Canadians have long taken for 
granted, namely the importance of an effective public service to 
national competitiveness and to public faith in the integrity of 


institutions and governments.” While Canadians have traditionally 
been known as innovators in public sector management, there is 
some evidence that in recent years other countries — Australia, the 
United Kingdom, New Zealand and the United States — have begun 
to move forward more boldly than we have. The Australians, for 
example, have dramatically decentralized their human resources 
management regime, while still retaining the concept of a unified 
Public Service; and the British have made themselves world 
leaders in public sector performance measurement and reporting. 


Whatever our successes in former years, we cannot afford to 
become complacent about the future. Canada’s Public Service is a 
vital national institution that has come through more than a decade 
of stressful change. As an institution, it is not broken but it is, as 
one distinguished scholar has said, at a “critical moment” in its 
history.° The Public Service faces challenges from outside and 
from within that together demand a substantial, continuing 
investment in renewal. 


Challenges 


Why is public service work different and in many ways more 
challenging today than in the past? Many books have been written 
in an effort to answer this question, but the key factors that emerge 
in any serious study of public management today invariably 
include: 


5. See for example, Modernizing Government: The Way Forward (OECD, 
2005); Public Sector Integrity: A Framework for Assessment (OECD, 2005); 
Governance and Corruption: Global Issues Seminar Series (World Bank, 
2006); Good Governance and Development: A Time For Action (World Bank, 
2006); The Cost of Government and the Misuse of Public Assets (International 
Monetary Fund, 2000). 


6. See Evert Lindquist, A Critical Moment: Capturing and Conveying the 
Evolution of the Canadian Public Service, Canada School of Public Service, 
2006. 
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Globalization, which makes government work vastly more 
complex and inevitably more international than ever 
before. Almost every issue has an international dimension 
and, to put the point in economic terms, no department is a 
closed economy today. All are affected by forces beyond 
the control of the Government of Canada. 


The information revolution, which has dramatically 
enhanced public expectations for speedy decisions, for 
immediate responses from government, for transparency in 
government operations, and for public engagement in 
decision making. The information revolution has also 
eroded the value of secrecy and of what was once the 
unique knowledge held by government. Today, the Internet 
makes information readily accessible to billions of people 
around the world. Information is a tool for everyone, and 
that’s a good thing. 


The emergence of many more horizontal issues such as 
climate change, competitiveness, biotechnology, border 
security and a hundred others which require new ways of 
working across government, new forms of accountability 
and new ways of engaging stakeholders. 


The sheer complexity of Canada today, an immense, 
regionally varied country with two official languages, a 


_rapidly changing population mix and a host of new 


challenges emerging for all levels of government. To 
succeed as a modern institution, the Public Service must 
reflect and respond to the complex nature of our country. 


Changing public attitudes toward government coloured by 
high-profile cases that have tarnished the reputation of 
politicians and public servants alike. Canadians expect a lot 
of their Public Service, and it is our duty to live up to those 
high expectations. 


The factors listed above are only the most visible of the 
considerations influencing the working environment of public 
servants today. To them, we can add demographic and other 
changes in Canada that affect the Public Service directly, as they 
do other institutions throughout our country. 


These new factors include: 


« An aging population that is reflected in the demographic 
profile of the Public Service. Fifteen years ago, most 
federal employees were under 45. Today, a majority are 
older than that. Put differently, almost 10 percent of public 
servants today have at least 30 years of pensionable 
service, a nearly three-fold increase since just 2000. The 
same phenomenon is prevalent in executive ranks, where 
the average age of assistant deputy ministers is now 53 
years, and that of their immediate subordinates barely a 
year or two younger; 


¢« A changing and more diverse population mix, that despite 
the efforts of the past decade, is still not adequately 
reflected in the ranks of the Public Service; 


¢« A much more competitive labour market, as employers face 
a smaller cohort of new workers who in many cases have 
more opportunities and different, often higher, expectations 
of their future employers than did young people in the past; 


« The need to ensure we recruit in ways that reflect the real 
business needs of government organizations, both 
immediate and longer term, and not rely on ad hoc methods 
that meet only the requirements of individual managers; 
and | 


¢ A public culture focused heavily on wrongdoing and 
individual accountability. The few, high-profile cases of 
inexcusable misconduct and lawbreaking we have seen in 
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recent years have resulted in the increasing emergence of 
what has been called a “web of rules” that threatens both 
responsible management and effective program delivery, as 
well as creativity and responsible risk management. There 
is a risk of creating a government environment in which 
public servants are more concerned with not being accused 
of doing the wrong thing than with doing the right thing: 
The cost and complexity of these measures have become 
frustrating for ministers, public servants and Canadians 
alike. | 


Finally, we must not forget particular events and initiatives in the 
recent history of the Public Service that make renewal a priority 
today. Over the past 15 years, there have been several significant 
reorganizations that have affected virtually every organization and 
every employee in government. The Public Service has also 
undergone one major and several smaller exercises of program 
review that resulted in significant cuts to departmental budgets and 
the departure of thousands of experienced and knowledgeable 
personnel at all levels. More recent growth has not entirely 
compensated for those impacts. 


During the same period, new agencies (Parks Canada, the Canada 
Revenue Agency, the Canadian Food Inspection Agency, the 
Canada Border Services Agency among others) have been created 
that perform traditional public service functions in new ways and, 
in several cases, with new employment regimes. And recent years 
have also witnessed a series of major efforts at human resources 
reform and renewal ranging from PS2000 in the early 1990s to La 
Releéve in the latter half of that decade to the development and 
passage of the new Public Service Modernization Act in 2003, 
which encompassed significant reform in the areas of staffing and 
labour relations. 


To sum up, the Public Service is today in a situation where it is 
compelled by demographics, by national and international 
circumstances, and by its own immediate history to rethink how it 
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recruits, develops, manages and retains its workforce. Addressing 
these challenges will be a continuing task well into the future. 


III. Public Service Renewal 


When the Government took office in February 2006, the Prime 
Minister made clear his own commitment to the Public Service, 
and to the traditions and values of professionalism and political 
neutrality that have defined our institution ever since the adoption 
of the merit principle in 1918. This affirmation of political support 
for the renewal of the Public Service as a vital national institution 
is crucial. 


Principles 


When the Prime Minister said that “effective government requires 
effective public servants,”’ he captured very well the premise of 
the entire process of renewal. As public servants, our ethos is to 
contribute to effective and principled public administration. And 
our challenge today is to equip ourselves — both individually and in 
our institutions — to do our jobs effectively in this new 
environment. | 


If we public servants are to modernize and renew ourselves and 
our institutions, then we know we must: 


« Respect and involve employees at all levels. Renewal is not 
a top-down, management-focused exercise — it is a 
comprehensive process that will touch every public servant 
in one way or another and, if we are successful, lay the 
groundwork for the Public Service of the future. 


7. Prime Minister Harper’s speech, “Accountability and the Public Service,” 
March 23, 2006. 
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Set goals and priorities that are relevant, ambitious and 
still realistic. We know we cannot do everything at once. 
We cannot stop our work while we retool the whole 
enterprise. We must rethink our jobs and our systems while 
still delivering the results that our ministers and Canadians 
expect. 


Set benchmarks for performance and be prepared to 
measure progress, both for the sake of employees and for 
that of the ministers, members of Parliament and Canadians 
generally who count so heavily on what we are doing and 
how well we do it. If we are to sustain their support, we 
must be able to show them what we have achieved along 
the path of renewal, and how it makes a practical difference 
to our effectiveness as public servants. 


Recommit to excellence as the hallmark of how we do our 
work. Public servants have always been rightly proud of 
what they can do. We need to reaffirm our traditional 
values of excellence in service delivery and policy 
development as the basis for our future success. 


Learn through the process of change. We have said for 
years that we are a learning organization. It is up to us to 
show that we can “learn while doing” and in particular that 
we can apply the lessons of experience in one part of the 
Public Service to challenges faced in other areas. We also 
must be ready to learn from our international counterparts 
who, in various ways, have already taken steps to reform 
and renew their institutions. 


Be prepared to adjust our course as we move ahead. We 
should have no illusions that in a year or so we will have 
somehow “got it right,” and all that is required is to 
implement ideas and decisions already in hand. Nothing 
could be further from the truth. What we know today is that 
we have to change our skills, our systems and our human 


resources management regime. We have to make ourselves 
more efficient and more transparent as an employer. We 
need to adapt our approach to human resources 
management to reflect the lessons learned through the 
process of change and renewal. And we must be ready to 
meet challenges as yet unforeseen. 


In any successful, modern enterprise, renewal is not a single event 
or initiative — it is a constant process, requiring continuing 
attention from managers and staff at all levels. Renewal is not only 
about bringing in and developing new people; it is equally a matter 
of valuing and developing the talent already in our ranks. And 
however difficult it 1s to look ahead, we know already that many of 
the skills and ways of doing business we employed in the past will 
not be good enough in the future. We also know that, 
demographically, Canada is changing and so must the Public 
Service — we need to capture and shape the full possibilities of that 
inevitable process of regeneration. 


Instruments 


The most important instrument for renewal is the professionalism 
and personal commitment of every public servant. We are 
fortunate as a country that the Public Service continues to attract 
people of high quality to its ranks, and that those who have made it 
their career have maintained their sense of commitment to their 
vocation. 


As Head of the Public Service, one of my responsibilities is to 
equip the community of deputy ministers and senior officials with 
the tools and mechanisms through which we can, collectively and 
individually, pursue our shared objective of Public Service 
renewal. These tools and mechanisms include: 
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The Deputy Ministers’ Committee on Public Service 
Renewal, chaired by the Associate Secretary to the Cabinet, 
which is the senior forum for overseeing and driving the 
process of renewal. 


The Prime Minister’s Advisory Committee on the Public 
Service, which brings together senior leaders with a wide 
range of experience outside and inside government to 
advise the Prime Minister and the Clerk on the renewal and 
future development of the Public Service. Their work 
complements the work of the Deputy Ministers’ Committee 
and brings new insights and perspectives to our efforts 
inside government. 


Clearer guidance for deputy ministers that will include 
setting out medium and longer term objectives and 
priorities for them, and defining new expectations in the 
area of human resources management. These new 
obligations will in turn require adjustments to how business 
is done at senior levels, including a restructured senior 
committee system. 


A more clearly defined role for the Committee of Senior 
Officials (COSO), which is the senior committee 
responsible for management of the deputy minister 
community. The goal is to have COSO function much like 
the human resources committee of the board of a large 
corporation, addressing issues such as performance 
management, succession planning, and a more rigorous 
analysis of the qualities and skills we require in deputy 
ministers, with particular focus on leadership. 


An improved human resources toolkit for managers and 
employees that will increasingly include new measures to 
facilitate entry to the Public Service at middle and senior 
levels, and new programs to encourage interchange with 
other sectors, including the already-announced Government 


of Canada Fellows Program. There will also be new 
measures for recruitment and development of employees at 
all levels. 


Partners in renewal 


Meeting the challenge of renewal is not solely a task for the senior 
leadership of the Public Service. Rather, it requires the 
commitment of employees at all levels and the continuing 
engagement of a wide range of partners and stakeholders. 


Some of these partners are to be found inside government, starting 
of course with the Prime Minister and Ministers of the Crown. 
They define the agenda of the government. Ministers decide 
priorities and allocate resources to the policies and programs 
through which public servants make their contribution to the 
public good. 


The engagement of politicians, both those who make up the 
Ministry and parliamentarians generally, will thus be essential to 
an enduring and effective process of renewal. Politicians see public 
servants up close; they see our problems as well as our successes. 
They understand how important a well-functioning Public Service 
is to effective governance in Canada. Their expectations are high, 
and rightly so. 


Other key partners in the process of renewal are the central 
agencies and other public sector institutions that are focused on 
people management. Here we can mention: 


e the Privy Council Office, which is responsible for the 
selection, management and development of the most senior 
leaders in the Public Service, and which supports the Clerk 
as Head of the Public Service; 


« the Public Service Human Resources Management Agency 
of Canada, which was created 1n 2003 and is responsible 
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for leadership and service in human resources planning, 
accountability, modernization, employment equity, values 
and ethics, and official languages, as well as policies and 
compensation for executives, learning policy and 
management of development programs; 


« the Treasury Board Secretariat, which, among its many 
other responsibilities, manages pensions, health care, dental 
care, labour relations, compensation and setting of terms 
and conditions of employment; 


e the Canada School of Public Service, which is responsible 
for training and professional development, including 
leadership development and language training, for all levels 
of the Public Service; and 


e the Public Service Commission, whose most critical role is 
to protect and support the integrity of the merit-based 
staffing system. 


Together, these central institutions of government carry leadership 
responsibility for how we recruit, develop, pay and manage 
employees. But no less important to the process of public service 
renewal are the 200 departments and agencies that together make 
up the federal Public Service. It is in the actual delivery of 
programs and services, in regulation and in policy making, that the 
impact of the Public Service is felt by Canadians. Renewal must be 
seen to make a difference on the front line if it is to be viewed as a 
SUCCESS. 


Other partners within government who have a major stake in 
renewal are the public service unions, the Association of 
Professional Executives of the Public Service, and the large 
number of informal groups of young professionals and others who 
rightly want to play their part as the Public Service moves into the 
21st century. 
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Partners and stakeholders outside government are also key to the 
process of renewal. They include special-purpose committees such 
as the Advisory Committee on Senior Level Retention and 
Compensation (Stephenson Committee), as well as stakeholders 
representing the different sectors of our society and our economy — 
business, the non-profit and voluntary sector, First Nations and 
other Aboriginal groups, universities and colleges, and the wider 
community of Canadians interested in public policy. 


All of these parties have a stake in the quality and the relevance of 
Canada’s Public Service. Their voices must be heard in the 
continuing dialogue that will inform and sustain the process of 
public service renewal. 


IV. Priorities for the Short and Medium Term 
1) Planning 


To make progress over time, you must have a plan. This is 
therefore our first priority — to better understand, in each 
department and agency and in the Public Service overall, the skills 
and needs of government and Canadians, and then to spell out the 
skills and capacities required to serve Canadians in the future. 


Objectives 


By integrating business planning with human resources (HR) 
planning, we will develop a better sense of our strengths and of the 
gaps we will need to fill, whether through recruitment or 
development or by bringing in specialized skills at mid-career. We 
will use the planning process in every department and agency to 
engage employees in the future evolution of their organizations. 


Actions 
Over the short term we will: 


¢ enhance the capacity across the Public Service to do 
integrated human resources and business planning; and 


e require every department and agency to include a human 
resources plan as a fully integrated element of its normal 
business planning and reporting. 


Over the medium term we will: 


¢ develop, in collaboration with departments and agencies, 
planning tools that will contribute to simpler, more 
effective HR planning in the future; and 


¢ develop a unified Public Service human resources plan that 
captures, at a high level rather than as a roll-up, the key 
objectives, performance measures and achievements of the 
Public Service as a whole with respect to the management 
of people. 


2) Recruitment 


Recruitment and employee development are key dimensions of 
renewal. Fifteen years of prosperity and the changing 
demographics of our population have meant that the labour market 
in Canada today is tight. We know we have to be ready to compete 
for talent, and we must do so in a way that respects the principle of 
merit-based appointment and the goal of a nationally 
representative workforce, both of which are fundamental to 
Canada’s Public Service. We also know that we must be able to 
offer both new and existing employees the opportunity to develop 
their skills and pursue meaningful careers in government. 
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Objectives 


Our goals with respect to recruitment are to ensure (a) that the 
Public Service as a whole has the people and skills it needs for the 
future, (b) that each department and agency is equipped to meet its 
needs for new personnel, as it defines them, and (c) that our 
recruitment processes are accessible, credible and efficient. 


Success in recruitment requires effective “branding” — that is, 
identifying the Public Service as a career of choice in the minds of 
young Canadians. One way to do this is by demonstrating the 
enormous range of career opportunities available in the 
government, the satisfaction of public service, and the many other 
advantages to be had in a public service career. 


Several studies have variously identified six factors that are of 
greatest importance in attracting people to an organization and 
keeping them: 

¢ meaningful work; 

e strong leadership; 

¢ opportunities for learning and development; 

¢ appropriate compensation; 


¢ opportunities for career advancement; and 


¢ policies and practices that contribute to a flexible and 
positive workplace. 


The Public Service offers all of these advantages to its employees 
and the evidence — at least in terms of the attractiveness of the 
public service career — bears this out. Every year, tens of thousands 
of Canadians, most of them young and well qualified, apply for 
positions in the Public Service. And our more specialized 
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programs of recruitment have shown we can compete effectively 
as an employer with the best companies in the private sector and 
with other levels of government. Our challenge is to fulfill the 
promise that our new recruits see in us; to be more timely and 
effective in bringing people into government; and to become more 
effective in helping them develop their skills and their careers. 


Actions 


Over the short term we will: 


put a strong focus on department-specific recruitment that 
involves the senior leaders of each organization reaching 
out to attract new talent; 


address projected shortages at senior levels through 
targeted programs of development of current executives, 
and deliberate efforts to reach outside the Public Service 
for people with the skills, experience and motivation to 
occupy senior leadership positions; and 


design pilot programs of pooled recruitment for specialized 
needs in areas such as finance, audit and evaluation, 
personnel management and procurement. 


Over the medium term we will: 
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refine and articulate a Public Service “brand” that can be 
customized to suit the particular needs and circumstances 
of individual departments and agencies; 


coordinate the enhanced recruitment activities of 
departments and the Public Service Commission, so that 
people on college and university campuses are not 
frustrated in their efforts to find the “front door” to the 
Public Service; and 


¢ apply lessons from current programs such as the Policy 
Leaders Program, the Management Trainee Program, the 
Accelerated Economists Program and the Accelerated 
Executive Development Program to develop broader 
initiatives that will serve the renewal needs of the 
Public Service. 


3) Employee development 


The most valuable asset of Canada’s Public Service is the talent 
and commitment of its employees. Not only is it in the interest of 
the employer to ensure that employees have the opportunity to 
develop and apply their skills to the fullest extent, but also that 
development interest is shared by employees themselves. 


Objectives 
Our goals with respect to employee development are simple: 


« Make sustained investments in development and learning 
throughout the Public Service. 


This applies on a system-wide basis, through institutions 
such as the Canada School of Public Service and programs 
like the Leadership Network. It is also a duty that falls to 
every deputy minister and agency head. At the workplace 
level, this agenda will require a sustained commitment to 
learning plans, dedicated resources for training, and 
increased mobility to facilitate employee development, not 
merely within a single organization but also between 
organizations. 


¢ Develop and foster leadership at all levels of the 
Public Service. 


Here we can take a lesson from our colleagues in the 
Canadian Forces who, for years, have recognized the 
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importance of developing leadership skills for members 
from corporal to general officer. We on the civilian side of 
government can do the same. 


Ensure that all employees have the opportunity to do 
meaningful work in an environment where they can make 
their maximum contribution. | 


Public servants are long-term assets to be valued and 
developed in the service of Canada. This long-term 
commitment to employees will remain a feature of 

Public Service life, notwithstanding societal trends toward 
shorter term employment and more varied careers. Senior 
managers in every public sector organization must try to 
meet the needs and aspirations of younger employees by 
demonstrating the variety and opportunity to be found 
within the larger environment of the Public Service as 

a whole. 


Actions 


In the short term we will: 
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implement the Government of Canada Fellows Program to 
foster interchange between the public sector and the private 
and non-profit sectors; 


ensure (a) that employees have meaningful learning plans 
that are reviewed periodically with their supervisors, and 
(b) that there is an employee development plan for every 

organization; and 


implement the ADM [Assistant Deputy Minister] Talent 
Management Initiative. This is a program that will 
maximize the skills and contributions of our assistant 
deputy ministers throughout the Public Service as well as 
identify future senior leaders through coherent career 


planning, learning and development strategies, and 
succession planning within the ADM community. 


In the medium term we will: 


« develop specific developmental programs for functional 
communities (finance, audit, human resources, etc.); 


¢ as part of reviewing our performance management regime, 
develop a new approach to evaluating performance in 
people management; and 


¢ expand the model of the ADM Talent Management 
Initiative to other executive levels. 


4) Enabling infrastructure 


To achieve our objectives for renewal, we must put in place the 
systems and processes to support efficient, user-friendly planning, 
recruitment and development. 


Objectives 


We need to establish benchmarks and share best practices. Our 
goal is to make better use of technology in all aspects of planning 
and management, including such things as integrated standards for 
human resources policies and programs. And we need to ensure 
that existing flexibilities and new tools for things such as 
integrated planning are better understood and applied by managers 
and employees. 


Actions 
Our short term action plan 1s to: 


« establish a plan for streamlining the human resources 
business processes and systems across government; 
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¢ provide a more user-friendly database of best practices to 
departments and agencies, with corresponding central 
agency advice and support, and promote specific tools for 
activities such as succession planning; and 


« develop modern electronic platforms for on-line learning, 
networking and sharing best practices across the Public 
Service. 


Over the medium term we will: 


e implement the plan for streamlining human resources 
business processes and systems across the government; 


e invest in renewing the skills and leadership of the HR 
community; and 


¢ introduce new tools to support more effective and efficient 
recruitment in departments. 


The Prime Minister’s Advisory Committee on the 
Public Service 


As we proceed with this action plan, both short and medium term, 
our work will be informed by ideas and recommendations coming 
forward from the Prime Minister’s Advisory Committee on the 
Public Service. I see a very useful complementarity between the 
Committee’s work and the renewal process being driven inside 
government. There is much we can learn from other sectors of our 
society about how to better manage people. I am very pleased to 
have had the benefit of early advice from the Committee on the 
specific issue of recruitment (see the Committee’s Report in 
Annex 3). 
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V. Looking at the Longer Term 


While we need concrete results in the short term, we also know 
that changes to organizational culture and to larger systems will 
take longer. Here again, if we want to make an impact we will 
have to start now and sustain our course over time. 


The human resources system 


There is much that can be done to reduce the complexity of the 
current human resources system in government, to invest in current 
HR staff and to reach out more effectively to a new generation of 
public service professionals. More can be done to open the doors 
of the Public Service to talented people at middle and senior levels 
who see an opportunity to make a contribution. 


By making things simpler and more transparent, we will help to 
achieve another current objective, namely to strengthen 
accountability while improving the efficiency of government 
operations. Not only is this possible, it is the right thing to do. 


Innovation and risk management 


There is a broader process of cultural change that should be a part 
of the process of public service renewal. In particular, there is a 
need to change the culture of risk aversion that, for a number of 
reasons, seems to have emerged in recent years. I have spoken 
elsewhere about the need to restore a better balance between 
oversight and flexibility and to remove unproductive restrictions — 
that prevent public servants from managing for results rather than 
simply managing by rules. This theme is reinforced in the recent 
report of the Blue Ribbon Panel on Grants and Contributions, 
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which noted that “accountability is strengthened when compliance 
rules make sense and are established at a level that corresponds to 
risk and need.”* 


Other issues related to the culture of the Public Service deserve our 
attention as we move forward with renewal. I believe, for example, 
that we need to look critically at our capacity to deal with 7 
performance issues and our readiness to set realistic objectives and 
manage toward them. 


Leadership 


Another issue that will require attention and investment over the 
longer term is leadership. This is one of my priorities for the Public 
Service — the others being accountability, teamwork, excellence 
and, of course, renewal. These are all issues that the Prime 
Minister’s Advisory Committee has expressed an interest in 
exploring through its own work over the coming months. 


In speaking about the importance of leadership at the ADM Forum 
nearly a year ago, I said, “leadership is not about working longer 
hours, or harder or taking on more responsibility. It is about 
engaging employees and clients, setting the agenda, taking risks 
and being a role model.” Those remarks were addressed to a 
gathering of senior executives, but they could equally well have 
been directed to any group of public servants in the country. 

I believe leadership is a quality to be developed, in one form or 
another, in every public service employee. We need to do much 
more, in our programs of training and development, to instill and 
develop the leadership qualities that are so essential to a modern 
and effective Public Service. 


8. “From Red Tape to Clear Results,” Report of the Blue Ribbon Panel on Grant 
and Contribution Programs, 2006, p. 44. 
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Like the challenge of developing a culture of innovation and 
accountability, leadership development should be seen as a longer 
term endeavour. There will be more to say about all these 
important subjects in future reports, and specifically about the 
challenge of balancing the demand for increased accountability 
with the imperatives of modern, innovative management. 


What is our ultimate goal in this broad process of renewal? It is the 
same objective that every public service leader has always held for 
his or her organization — excellence in the support of Canada’s 
government, excellence in the delivery of programs and services, 
and excellence in regulation and policy development. In this most 
basic sense, our essential mission as public servants has not 
changed. What has changed, however, is what we need to do in 
practice to live up to the standards of our institution and the 
expectations of our fellow citizens. 
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VI. A Message to Fellow Public Servants 


My final words in this report go out to you, my fellow public 
servants. It is you above all who will be responsible for sustaining 
the process of public service renewal over the coming decade and 
more. It is you who will be the best judges of whether the changes 
we are making to rules and systems will really make a difference, 
or whether they will amount to just another retooling of traditional 
bureaucracy. 


It is you, the public servants in nearly 200 federal departments and 
agencies, who will not only be affected by the changes proposed in 
this report, but who will be expected to drive and shape those 
changes. Surveys show clearly that public servants value their 
work and that they are proud of their role in serving government 
and serving Canadians. But whatever their job and whatever their 
level, their skills must be developed and their workplace adapted 
to meet the demands of an ever-changing environment. 


It is the members of the Public Service who are the true partners in 
the process of public service renewal, and it is to you that I 


dedicate this report. 


Kevin G. Lynch 
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Annex 1: The Business of Government 


In Canada as in other western democracies, the business of government 
touches the daily lives of all citizens, often in ways that are not 
immediately apparent. This section describes briefly what the Canadian 
government does for Canadians and what the government is planning to 
spend under various categories of program activity in 2007-2008. 


Overview 


The Government of Canada is the largest enterprise in Canada. Planned 
federal spending for 2007-2008 (Budgetary Main Estimates, tabled in 
February 2007) totals some $210 billion. These expenditures can be 
grouped under some fairly generic categories: 


e Transfers to individuals — 23.6% of the total or some 
$49.6 billion 


e Transfers to other levels of government — 19.2% of the total or 
some $40.3 billion 


e Debt service — 16.5% of the total or some $34.7 billion 


e Other program spending — 40.8% of the total or some 
$85.7 billion | 


Expenditures also show what the government does for Canadians in more 
readily understood terms. These activities can be grouped under the 
program headings below. 


Security and public safety 


Perhaps the prime responsibility of a government is to protect its citizens. 
The federal government protects the nation against internal and external 
threats, and with the provincial governments ensures safe communities 
through policing services and the broader criminal justice system. In the 
federal government, the public safety portfolio includes the main federal 
agencies devoted to protecting our safety and security. These agencies 
deliver programs intended to close security gaps and ensure that 
Canadians are protected from crime, from naturally occurring events 
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such as severe floods or forest fires, and from threats to national security 
such as terrorist activity. 


In the Government’s Estimates for 2007-2008, this group of programs 
accounts for some $6.5 billion of planned spending. This funding goes to 
the Royal Canadian Mounted Police ($2.4 billion), the Correctional 
Service of Canada, which manages the federal penitentiary system and 
federal offender programs ($1.9 billion), and the Canada Border Services 
Agency, which guards entry points into Canada and is the first line of 
defence against entry of illegal persons or contraband ($1.4 billion). 
Other organizations funded under this category are the Department of 
Public Safety and Emergency Preparedness ($430 million), the Canadian 
Security Intelligence Service ($340 million), and the National Parole 
Board ($43 million). 


International affairs, defence and immigration 


The federal government is responsible for managing Canada’s 
relationships with other countries. For a prosperous but mid-sized trading 
nation like Canada, constructive international relations are vitally 
important to our well-being. Canada’s international interests include 
trade development and trade relations, furthering international peace and 
stability, and collaborating with like-minded countries to address 
poverty, hardship, instability and injustice in the world. The Canadian 
Forces protect us at home and, by reaching out to troubled parts of the 
world, protect our broader interests by helping to create a more secure 
world. 


Many federal departments are involved in the international arena. The 
largest is the Department of National Defence (DND), which has some 
89,000 regular force personnel and reservists, as well as more than 
24,000 civilian staff. DND’s spending in 2007-2008 will be nearly 
$17 billion. In addition, the Department of Foreign Affairs and 
International Trade operates some 140 missions abroad and has an 
annual budget of $2 billion. The Canadian International Development 
Agency will account for $3 billion of spending on international 
development assistance. The Department of Citizenship and 
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Immigration, with a budget of $1.2 billion, is responsible for 
immigration policy, and delivery of immigration programs abroad and 
immigrant settlement programs. 


Justice and legal programs 


Nine departments and agencies in the federal government deliver 
programs in the administration of justice and law enforcement (apart 
from policing, security, and intelligence activities). 


Central to this activity is the Department of Justice, with a budget of 
$595 million, which exercises a number of fundamental responsibilities 
on behalf of the Government of Canada. The department acts as legal 
counsel for the government. It also provides legal policy advice and is 
involved in the development of all legislation prepared by the 
government for consideration by Parliament. The department also 
represents the federal government in court. As of December 12, 2006, the 
Federal Accountability Act created a separate entity out of the portion of 
the Department of Justice that was conducting criminal prosecutions on 
behalf of the Attorney General of Canada. This new organization, the 
Office of the Director of Public Prosecutions, is part of the portfolio of 
the Minister of Justice. 


Also included in this sector are the Canadian Human Rights Commission 
and Tribunal, the Offices of the Privacy and Information Commissioners, 
and the administration of the federal courts and the Supreme Court of 
Canada. Total spending in this sector in 2007-2008 will be $1.8 billion. 


The economy 


Good government is vital to a well-functioning, competitive economy. 
The federal government’s role encompasses the creation of orderly 
markets through such things as economic regulation in 
telecommunications, banking and security regulations, and the award of 
licences. Governments also seek to promote growth and prosperity 
through husbandry of Canada’s natural resources, a strong agricultural 
sector, and modern productive and competitive industry. At the federal 
level these responsibilities involve setting the proper framework (taxes, 
rules, regulations) and providing direct encouragement to industry, often 
to level the playing field between Canadian industry and international 
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competitors who operate in regimes involving various levels of 
government assistance. 


Governments also act to level the economic playing field inside the 
country. For example, access to venture capital varies between regions, 
employment opportunities vary, and access to training varies. Finally, the 
federal government invests heavily in research — direct research, 
sponsored research in other institutions (e.g. universities), and applied 
research by the private sector. 


Three groupings of departments, agencies and programs in the federal 
government concern themselves with the Canadian economy. 


Environment and resource-based programs 


These programs promote the sustainable development of Canada’s 
environment, natural resources and agricultural industries. Federal 
spending in this sector takes many forms, including direct assistance to 
enterprises, support for research and marketing, and quality and 
inspection services that sustain standards and also address product safety 
(especially food safety). 


Some of the organizations in this sector are Agriculture and Agri-Food 
Canada ($2.4 billion), Environment Canada ($840 million), Fisheries and 
Oceans Canada ($1.5 billion), and Natural Resources Canada 

($2.15 billion). Also included are the Canadian Food Inspection Agency 
($590 million), the Canadian Environmental Assessment Agency, the 
Canadian Nuclear Safety Commission and the National Energy Board. 
This sector will account for $7.8 billion in spending in 2007-2008. 


Industrial, regional, and research and technological support 
programs 


These are programs that encourage economic growth and job creation 
through measures that stimulate private sector investment in Canada, 
promote regional development, improve innovation, and build a stronger 
science and technology capacity. 
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The key department in this sector is Industry Canada. The three regional 
economic development agencies (the Atlantic Opportunities Agency, the 
Economic Development Agency of Canada for the Regions of Quebec, 
Western Economic Diversification) and three Crown corporations are 
focused on direct support of economic growth. This sector also includes 
some of Canada’s principal research and research funding organizations 
(the National Research Council, the Natural Sciences and Engineering 
Research Council, and the Social Sciences and Humanities Research 
Council), although several other departments and agencies have research 
or related funding functions. Total planned spending in the sector is 

$6.8 billion. © 


Transportation programs 


While some of these programs concern the provision of transportation 
services (e.g. ferries, bridges, subsidies to VIA Rail), the federal 
government’s principal role in transportation is policy and regulation 
(safety and security). Total spending in this area in 2007-2008 will be 
$1.7 billion. 


Social and cultural programs 


Within the federal government, the Social Programs Sector comprises 
departments and agencies whose purpose is to promote the health and 
well-being of Canadians, and to foster equal access to the benefits of 
Canadian society. Key organizations in this sector are the departments of 
Health (health promotion, regulation in the medical and scientific area, 
coordination of a national health system), Human Resources and Social 
Development (federal social programs including training), Indian Affairs 
and Northern Development (programs for First Nations and Inuit, 
Aboriginal communities, northern development), and Veterans Affairs 
(veterans’ pensions and other veterans’ programs). Total departmental 
program spending in this sector will be $21.3 billion in 2007-2008. 


A significant portion of spending in this sector is for transfer payments, 
i.e. payments made directly to provinces and territories for health and 
social programs administered at the provincial/territorial level, and also 
payments made directly to individuals (income support, employment 
insurance). Total transfer payments in this sector will be $76.1 billion in 
2007-2008. | 


a0 


The Cultural Programs Sector comprises programs that support the 
development of Canadian cultural life, participation and equity in 
Canadian society, and Canada’s linguistic duality and multicultural 
heritage, as well as the preservation of national parks, historic sites and 
other heritage components. 


The lead department in this sector is the Department of Canadian 
Heritage, which supports a minister whose portfolio includes a number 
of agencies and also several Crown corporations that operate with 
considerable autonomy. Planned spending for this sector in 2007-2008 
will total $3.9 billion. This includes payments to Crown corporations 
such as the CBC, the National Film Board, and the various museum 
corporations. The sector also includes Parks Canada, the Canada Council 
for the Arts, Telefilm Canada, and the Canadian Radio-television and 
Telecommunications Commission. 


General government services 


The federal government is the largest employer in Canada and a large 
consumer of goods and services in the domestic economy. The 
Government Services Sector comprises those departments and agencies 
that provide central services to support the operations of the federal 
government. Included here are the Department of Public Works and 
Government Services, the Canada Revenue Agency, Statistics Canada, 
the Canada Post Corporation, the Department of Finance, and the Chief 
Electoral Officer. Total direct program spending in this sector will be 
$10.4 billion in 2007-2008. 


In addition, the Department of Finance is responsible for fiscal 
equalization payments to provincial governments and transfers to 
territorial governments, which in 2007-2008 will total roughly 
$13.8 billion. 
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Parliament and the Governor General 


This final category of federal programs includes the Office of the 
Secretary to the Governor General and the various institutions of 
Parliament. While these funds form part of the government’s spending 
plan in the Estimates, the budgetary processes of the Senate and the 
House of Commons determine the respective spending requirements of 
these institutions. Totals in this category in 2007-2008 will be 

$560 million. 
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Annex 2: A Demographic Picture of 
the Public Service 


The Public Service Today 


250,000 Canadians work in what is known as the core federal Public 
Service’ — these are the people employed in the 20 departments and 
180 regulatory and administrative agencies of the federal government. 


Beyond this are the 220,000 Canadians who are members of the 
Canadian Forces (64,000 plus 25,000 reservists), the RCMP (some 
20,000 regular and civilian members) and Crown corporations (for 
example, employees of CBC, VIA Rail and Canada Post). From 2000 to 
2006 the core federal Public Service grew a total of 17.8%, or about 
2.8% per year. Much of this growth is associated with new requirements 
in the areas of public health, national security, public safety and our role 
in the world. 


Regional distribution 


The Federal Public Service'’ is widely distributed throughout Canada. In 
2006, 42% of employees worked in the National Capital Region (NCR) 
(Ottawa-Gatineau) and 57% were located throughout the various regions 
of Canada: 13% in Ontario less the NCR, 12% in Quebec less the NCR, 
12% in the Prairies, 11% in the Atlantic and 10% in B.C. or the North. 
The remainder (1%) are employees stationed outside of Canada. 


9. The core federal Public Service numbers 250,000 and includes agencies such 
as the Canadian Food Inspection Agency, the Canada Revenue Agency, Parks 
Canada and the Canadian Security Intelligence Service for whom the Treasury 
Board is not the employer and where the Public Service Commission is not 
empowered to appoint people in these organizations. 


10. The federal Public Service includes employees in the departments listed in 
Schedule 1 and Schedule 4 of the Financial Administration Act (FAA) for 
whom the Treasury Board is the employer and where the Public Service 
Commission is empowered to appoint people. 
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Executive cohort 


The executive category of the federal Public Service is 4,639 executives 
as of March 31, 2006. Approximately 75% of the executive workforce is 
between the ages of 45 and 59, with an average age of over 50. 
Approximately 18% of the executive population is currently eligible to 
retire. Since 2000, the number of executives under the age of 45 has 
increased approximately 48% from 618 to 917. 


Key trends in the workforce 
Shifting age profile 


The age profile of federal Public Service employees is reversed from that 
of 15 years ago, when employees in the 25 to 44 age bracket comprised 
60% of the work force, and fewer than 30% were over 45. The current 
distribution is the opposite: more than half of all public servants are now 
over 45. Currently, about 10% of public servants have 30+ years of 
pensionable service and approximately 8% are eligible to retire. 
Approximately one in five employees in the federal Public Service are 
forecast to leave by 2009-2010. Replacing these workers, and the know- 
how they represent, is a key challenge for the federal government. 


Competitive labour market 


Today’s Canadian economy offers many employment opportunities. 
Employers, including the Public Service of Canada, face much higher 
competition than in earlier decades for new entrants into the labour 
market. To secure its share of talented young individuals, the Public 
Service needs more effective recruitment approaches, and a workplace 
environment and prospects that will capture the interest of young 
graduates and meet their expectations. 
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A representative workforce 


The Employment Equity Act requires that representation in the federal 
Public Service of four designated groups — women, Aboriginal people, 
persons with disabilities and visible minorities — should reflect their 
representation in the Canadian population. This has been a long-standing 
government objective and numerical objectives (which are defined in 
terms of “workforce availability’) are set and regularly updated. Progress 
has been made in meeting representation objectives for both executives 
and non-executive levels in the federal Public Service but further 
improvements are needed. 


40) 


Annex 3: The First Report by the 
Prime Minister’s Advisory Committee on 
the Public Service 


Members of the Prime Minister’s Advisory Committee 
on the Public Service 


The Right Honourable Donald F. Mazankowski, P.C., O.C., A.O.E., 
ph bs8) 8) 


The Honourable Paul Tellier, P.C., C.C., Q.C. 

Dr. Robert Lacroix, Professor Emeritus, University of Montreal 

The Honourable Aldéa Landry, C.M., P.C., Q.C., President, Landal Inc. 
Dominic D’Alessandro, O.C., President and CEO, Manulife Financial 
Barbara Stymiest, C.A., Chief Operating Officer, RBC Financial Group 
Lynton Ronald (Red) Wilson, O.C., Chairman of the Board, CAE Inc. 
Sheila Weatherill, C.M., President and CEO, Capital Health, Edmonton 


Dr. Indira V. Samarasekera, O.C., President and Vice-Chancellor, 
University of Alberta 


4] 


March 30, 2007 


The Right Honourable Stephen Harper 
Prime Minister 

House of Commons 

Wellington Street 

Ottawa, Ontario 

K1A 0A6 


Dear Prime Minister: 


As Co-Chairs of your Advisory Committee on the Public Service, we respectful 
submit the Committee’s First Annual Report. 


The members of the Committee recognize that the Public Service is vital to the 
success of Canada and is key to the competitiveness of our country in the global 
economy. In developing our first report, we have had the benefit of hearing froma 
number of experts on the challenges facing the Public Service and, drawing from our — 
diverse backgrounds and experience, we have set out initial observations in a number ¢ 
areas, as well as specific comments on the pressing issue of recruitment. | 

We appreciate the interest you have shown in the Committee’s work and look | 
forward to meeting again with you at our next meeting in June. | 


Sincerely, 


The Right Honourable Don Mazankowski The Honourable Paul M. Tellier ) 
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The future development of the Public Service requires 
sound advice, innovative solutions and strong support 
from both within and outside government. 


1. Prime Minister’s press release announcing the creation of the Advisory 
Committee, November 21, 2006. 


Message from the Co-Chairs 


We are pleased to present to you, Prime Minister, the first report of the 
Advisory Committee on the Public Service. Your leadership in 
establishing this committee speaks to the value you place on the Public 
Service of Canada. We welcome the opportunity to bring our diverse 
experience and perspectives to the critical task you have set for us. 


You have given us a mandate to help shape a vital national institution 
through an examination of the key issues facing the Public Service today: 
recruitment and retention; policy and legislative barriers; development 
programs; human resource management polices and practices; and 
branding the Public Service. 


This report describes our role and the approach we are taking to fulfill 
our mandate. It sets out a framework within which we intend to cast our 
future deliberations and identifies issues we intend to examine over time. 
And it provides some initial advice on the pressing issue of recruitment. 


The mandate you have given the committee will allow us to use our 
experience to examine, over the next year and beyond, a broad range of 
issues related to public service renewal. We appreciate your personal 
commitment to this endeavour and we are committed to do our part to 
add value to the process. 


While we began our work only a few months ago, we have already heard 
from a number of experts on the challenges facing the Public Service. At 
our first meeting, we learned about a number of important matters 
ranging from recruitment to performance management to aligning human 
resources planning with the business objectives of government. All of 
these issues and more are touched upon in this report. 


The members of the Advisory Committee intend to take a focused and 
strategic approach to defining the scope of our work and developing our 
advice to you. This, our first report, is just the beginning of what we 
expect will be a most fruitful undertaking. 


Role and Approach of the Committee 


The Advisory Committee consists of nine Canadians with varied 
backgrounds and interests who bring different perceptions and 
experiences of the federal Public Service. Some members have worked 
extensively in the private sector, while others bring in-depth knowledge 
of government, and still others come from the university world. 
Collectively, we reflect all regional perspectives. 


As an independent body, we believe we are well positioned to: 


> Identify some of the challenges facing the Public Service in 
its current process of renewal; 


> Question current thinking on key 1 issues where our 
experience is relevant; 


> Help to articulate, both to government leaders and to the 
wider public, the role of the Public Service and its 
importance to Canada; and 


>» Recognize, in a more public way than has perhaps been done 
in the past, best practices and exemplary role models in the 
Public Service, as well as benchmarking Canadian practice 
against models from other jurisdictions. 


We believe that addressing the challenges facing Canada’s Public 
Service will require sustained effort and attention — not by just a few 
individuals or organizations, but by all public service leaders and by 
citizens and stakeholders across the country. In developing our advice, 
therefore, we intend to draw on a broad range of expertise from both 
inside and outside government. 


We expect that our work will be complementary to that of the Deputy 
Ministers’ Committee on Public Service Renewal. This senior 
committee is advising the Clerk of the Privy Council on modernizing the 
business of government to ensure that the 21st century Public Service 
reflects excellence and leadership at all levels. 


We also intend to work with external bodies such as the Advisory 
Committee on Senior Level Retention and Compensation, which is 
responsible for providing independent advice on compensation strategies 
and principles, overall management and long-term strategy for the senior 
levels of the Public Service. 


We will take full account of the Public Policy Forum’s recently 
announced two-year project on the challenges facing the Public Service, 
especially around issues of leadership, the policy function, 
accountability, public trust, recruitment and retention. 


We intend to be strategic in our use of time and resources. Where there 1s 
an opportunity to build on existing initiatives, to collaborate or to leave 
the research to others, we will do so. For example, some of our members 
have volunteered to use their networks to expand the number of people 
we can consult, thus adding to our pool of ideas and innovative solutions 
from outside the federal government. 


We recognize that in this first report we must take care not to pronounce 
on issues without having had time to consider them in depth. We also 
know, however, that recruitment is a priority concern to the senior 
leadership of the Public Service and thus to the committee. We therefore 
took the time to discuss recruitment at some length at our first meeting 
and we have developed specific recommendations in this area that are set 
out on page 11. 


Framework 


The Public Service as a national institution 


The first premise for our work as a committee is that a well-functioning 
and values-based public service is critical to the success of every country 
in today’s complex and interconnected world. As a national institution, a 
high-quality, merit-based Public Service is part of Canada’s comparative 
advantage and a key to competitiveness in the global economy. It also 
helps provide the foundation for sound democratic government, which 1s 
critical to a positive business climate in Canada. 


The traditional mission of the Public Service is to provide professional, 
non-partisan advice and support to government, and high-quality 
programs and services that are responsive to the changing needs of 


Canadians. This means developing policies and programs that serve not 
just one sector or region but all Canadians, and not just for today but also 
for the longer term. The benefits — often unseen — that Canadians enjoy 
from the work of public servants include everything from effective 
regulation in various areas to border services, cultural institutions and the 
federal contribution to Canada’s broader criminal justice system. Federal 
programs touch Canadians in almost every facet of their daily lives. 


A changing world 


Our second premise is that the world in which the Public Service is 
operating has changed significantly over the last 10 to 15 years: 


> 


There is greater demand for transparency and accountability 
in the workings of government. There are more critics, more 
rules and greater scrutiny of almost everything done by 
public servants. 


The relationship with parliamentarians has become much 
more challenging for the Public Service. Interaction 1s more 
frequent, covers a wider range of issues, and has become 
more intense. 


Demographic shifts in society and in the Public Service 
present both new challenges (e.g. an aging workforce) and 
new opportunities to renew this national institution to ensure 
it is fully representative of the population it serves. 


Globalization has changed the way the Public Service is 
doing business — most issues have become internationalized. 


The Government of Canada faces an increasingly tight 
labour market where there is significant competition for 
skilled people. 


Ever-changing technologies continue to transform the public 
service workplace, bringing a demand for new skills and 
new approaches to problems. 


To put it simply, the world of program delivery and policy development 
has become increasingly complex, for all the reasons noted above. 


We believe the overriding imperative for the Public Service today is to 
adapt to challenging new circumstances and to respond in innovative 
ways to the evolving needs of Canadians. Strong, values-based 
leadership will be essential if Canada’s Public Service is to renew itself 
and continue to be regarded as one of the best in the world. 


Preliminary Observations 


The business of government 


We believe that public service renewal must be clearly grounded in 
relevance to the business of the federal government — a business in which 
people are an integral component. That business includes: 


> Policy development; 

> Program design; 

> Delivering services to and for Canadians; 

> Setting and enforcing the regulatory framework; and 
> Supporting and enabling all of the above. 


The challenge for the Public Service is to exercise these functions and 
deliver services in a complex environment where objectives can be 
conflicting and difficult to measure, where there are many stakeholders 
with competing priorities, where public expectations of government can 
quickly shift, and where legislative and regulatory requirements can 
make it difficult to make changes. 


In short, as a committee drawn from outside government, we recognize 
that the business of government is diverse, much of it unique and almost 
all of it of fundamental importance to Canada. We also recognize that the 
business of government requires people with a wide range of talents and 
expertise, properly trained and properly managed. And we understand 


the continuing importance of the merit principle as the basis for hiring 
and promotion in the Public Service. 


Employee perspectives 


In this changing environment, the committee was positively impressed 
with the results of the recent Public Service Employee Survey. It 
demonstrated that the majority of public servants are proud of the work 
they do and believe that the Public Service is a good place to work. 
While these attitudes are a positive foundation on which to build, the 
committee believes the Public Service must pay sustained attention to the 
issues and themes addressed in this report if it is to achieve the full 
potential of its workforce and fulfill its essential mandate for Canadians. 


Performance management 


High performance in an institution requires deliberate attention to 
performance management. There is clear evidence that the performance 
management program for executives in government is becoming better 
established and that some departments are beginning to track individual 
performance over time. There is, however, a need for a better 
understanding of all aspects of performance management in the Public 
Service and much work to be done in determining the applicability of 
best practices from other sectors of society. An essential purpose of 
performance management is to enable management to align the skills of 
key personnel with the top priorities of the organization. This will be an 
area of future inquiry for our committee. 


Mobility 


Notwithstanding the national presence of the Public Service and the fact 
that 60 percent of federal employees are located outside the National 
Capital Region, we understand there is limited mobility between regions, 
and in fact even between departments. We believe more can be done to 
encourage and enable mobility within government, especially that of 
high-performing employees. 


Technology 


Technology has greatly facilitated the work of government and enriched 
the lives of Canadians. We believe, however, that the Public Service can 
do much more to apply technological innovations inside government. 
This will greatly facilitate both internal management and the delivery of 
responsive services to Canadians. 


Diversity, representation and official languages 


Central to public service renewal is a commitment to a workforce that 
draws on a diversity of origins, cultures, ideas, experiences and 
perspectives from all regions of Canada. Diversity also means drawing 
on talent from industry, academia and the non-profit sector. One issue of 
concern, however, is that despite efforts to date, the representation of 
visible minorities in the Public Service is still below workforce 
availability. There has been some progress in this regard, and continued 
work and commitment are needed to improve the recruitment and 
development of visible minorities. 


Similarly, we believe that the renewal of Canada’s Public Service should 
reflect a renewed commitment to fulfilling the obligations of the Official 
Languages Act, both in terms of service to the public and language of 
work inside government. A national institution must be fully respectful 
of national values. 


Governance 


The Public Service Modernization Act has increased the accountability of 
deputy ministers for human resources management. We have learned that 
while deputy ministers are formally accountable for human resources 
management in their departments, there are many institutional players 
involved in this area including the Treasury Board Secretariat, the Public 
Service Commission, the Public Service Human Resources Management 
Agency, and the Canada School of Public Service. 


Before we are in a position to provide advice in this regard, the 
committee believes it must develop a better understanding of the whole 
picture of institutional responsibilities and accountabilities in human 
resources management. This will be a key topic on our forward agenda. 


Development 


There are obviously areas in government today where one can point to 
excellence in human resources management and there are many 
examples of innovative and successful programs. But without a 
coordinated approach, and in the absence of strategic planning that will 
capitalize on these programs throughout the Public Service, the impact of 
current successes is bound to be limited. 


Effective development of employees, like effective recruitment, should 
be demand-driven and aligned with business needs. We are aware of a 
number of targeted programs that are intended to attract and develop 
future leaders in departments and agencies. We believe more can and 
must be done to apply these sorts of developmental programs to a 
broader audience. 


The committee believes that successful integration of external entrants to 
the Public Service — at all levels — is crucial to their effectiveness as 
employees. Indeed, effective orientation is an integral part of staff 
development more generally. Here too, we believe more can be done to 
improve performance to the benefit of both individuals and institutions. 
In particular, the allocation of top talent in an organization must be 
aligned with the highest priorities of the government and the highest risk 
files. 


Preliminary Conclusions 


On the basis of the foregoing observations, we have come to the 
following initial conclusions from the first three months of our work as 
an advisory committee: 


1. There is a clear requirement for a strong and sustainable Public 
Service that can be a source of pride and advantage for Canada 
in today’s globalized economy. 


2. While today’s Public Service has obvious capacity, commitment 
and ability, it cannot afford to take these strengths for granted. 


3. Renewing the Public Service must produce an institution that 1s 
truly representative of Canadians of all backgrounds and from all 
parts of Canada. 


4. There is a need for a strong and positive Public Service “brand” 
that will support the marketing of the Public Service as an 
attractive employment option for talented Canadians. 


5. To inspire the best performance from employees, it is essential 
for leaders to model public service values, and to publicly 
recognize accomplishments that reflect those values. Non- 
monetary recognition assumes particular importance in the 
public service context. 


6. The business of the Public Service requires strategic planning 
that integrates human resources management with business 
goals, and aligns talent with priorities and higher risk 
endeavours. 


7. The Public Service needs more systematic and rigorous 
programs of leadership development that involve people with a 


diversity of skills from across the country, and that equip leaders 
for success in the future. 


Immediate Focus: Recruitment 

In this first report, we have chosen to focus our detailed comments on the 
urgent issue of recruitment. Effective recruitment, together with sound 
succession planning, is a priority for every successful enterprise. 


Our initial observations on recruitment touch on five issues: 


1. The importance of basing recruitment strategies and practices on 
a clear understanding of present and future business needs; 


2. The need to link recruitment with effective programs of 
orientation and employee development; 


3. The importance of succession planning; 


4. The need for the most senior managers to be personally involved 
in the recruitment process; and 


5. The importance of senior level recruitment to meet immediate 
needs. 


Linking recruitment to business needs 


In our work to date, we have learned that the majority of indeterminate 
hires into the government come through the temporary route. We have 
also learned that there is minimum intake from external sources at the 
middle and senior management levels. And we know that as a result of 
limited recruitment in the late 1980s and the first half of the 1990s, most 
senior managers and their potential successors in the Public Service are 
of a similar age and most are eligible for retirement in the next few years. 
These are compelling facts about the demography of an important 
national institution. 


While short-term hiring is necessary in some lines of business, the 
committee is of the view that more attention should be paid to 
recruitment to meet longer-term business needs. Recruitment should be 
based on an understanding of today’s labour market, and a 
comprehensive demographic analysis of institutional strengths and 
weaknesses. It should include clearly defined performance measures that 
will enable comparative benchmarking and an assessment of progress 
over time. 


As a general point, we believe the Public Service should make more 
effective use of interchange programs and external recruitment, and 
generally facilitate faster entry to the Public Service at all levels. An 
important component of an effective recruitment program is effective 
orientation and sustained support for external recruits. 


Post-secondary recruitment 


Just as business planning and recruitment must be properly integrated, so 
too must recruitment and professional development be aligned at all 
levels. The government should be working with post-secondary 
institutions to better understand the demand side as well as to anticipate 
the supply of skilled labour that is available to meet present and future 
needs. 


Succession planning 


We know from our varied experience that recruitment cannot be done in 
isolation and should be connected directly to succession planning. This is 
an area where the Public Service needs to devote considerably more 
effort — specifying the leadership needs of each organization, identifying 
individuals with the potential to assume leadership roles, bringing in 
external recruits to expand the pool of leaders, and developing and 
nurturing all of these individuals over time. This is a complex and 
labour-intensive business and it requires focused and sustained attention. 


Personal involvement 


We believe senior managers must demonstrate leadership by personally 
taking part in recruitment programs. One can point to highly effective 
organizations such as the Bank of Canada, the Department of Finance, 
and Statistics Canada where senior leaders have understood the 
importance of investing personal time to obtain the services of talented 
young Canadians, and have achieved success notwithstanding the 
competitive labour market. 


Senior level recruitment 


In a tight labour market, the Public Service faces the same demographic 
challenges as do other industries. However, the problem for government 
today is probably more pronounced, especially at senior levels. The 
Public Service does not have the luxury of time to “grow” all the leaders 
it needs. It must therefore explore other recruitment options such as mid- 
career and senior-level entry, and taking measured risks with appropriate 
support for younger future leaders to address the immediate issue of 
renewal of its leadership ranks. 


Recommendations 


On the basis of the foregoing observations, we offer the following 
recommendations: 


I. Departments should take a more strategic and systematic 
approach to recruitment, one that is based on integrated 
planning and the identification of business needs, both short and 
longer term. 
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2. While the government will always need to employ some people 
on a limited-term basis, deputy ministers should examine 
practices in their departments to ensure that the hiring of terms 
and casuals is based on solid, multi-year planning and is clearly 
linked to business needs. 


3. The Public Service should establish a new 2007-08 benchmark 
for post-secondary recruitment with a view to hiring most new 
graduates on an indeterminate basis. It should also make more 
concerted use of bridging mechanisms to facilitate the hiring of 
summer students and co-op students into indeterminate positions 
on graduation. 


4. We see no inherent virtue in programs of Public Service-wide 
recruitment unless there is an identified need for particular skills 
on a cross-departmental basis. In these cases, the system needs 
to identify areas of common need and collaborate effectively in 
recruitment. 


5. An external program of recruitment of qualified individuals with 
the skills to fill senior leadership positions should be developed 
and implemented on a priority basis. 


Next Steps 


In our future work, the members of the committee intend to further 
explore the current environment of recruitment in order to better 
understand opportunities and barriers to effective recruitment. We also 
want to understand the drivers behind current recruitment trends — are 
there innovative approaches outside government that can be incorporated 
usefully into the public service context? 


With specific attention to the senior levels, we will be looking forward to 
hearing from people who have come into the Public Service as external 
recruits, in order to discover whether their transition was successful or 
could have been made easier. We will be asking how programs of 
interchange and external recruitment can be used more effectively, with 
more explicit supports for new recruits. We will also explore ways of 
ensuring that the leaders of the Public Service include Canadians of all 
backgrounds and regions. 
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The members of the committee are aware of the complexity of the public 
environment these days, including public and parliamentary concern over 
accountability. The view has been expressed in some quarters that some 
recent control measures run the risk of entangling officials in a “web of 
rules” that increases neither efficiency nor accountability, leading to a 
public service culture of risk aversion rather than effective risk taking. 


We want to gain more insight into the impact of these control measures 
on leadership, risk taking, innovation and creativity, and on the capacity 
of the Public Service to work effectively with other sectors of society. 
There must, in our view, be a balance among all these elements if public 
servants are to be responsive to the people they serve and respectful of 
the trust that Canadians have placed in them. 


Finally, the development of solid performance indicators and 
benchmarking of Canada’s Public Service with external (including 
international) counterparts would also be very useful. Comparative data 
of this kind would help the Public Service to see itself in a better 
perspective, to identify current challenges and to help set priorities for 
action. 


Conclusion 


The Public Service of Canada is a vitally important part of life in this 
country. It offers amazing career opportunities for Canadians in a wide 
range of areas and is a key to Canada’s competitiveness in a global 
economy. 


We look forward to continuing our work in support of this vital national 
institution. 


LS 


In the heart of most public servants lies the 
conviction that service to the public, to the public 
good, or to the public interest is what makes their 
profession like no other. It is why they choose it, 
for the most part; and why they keep at it, with 
enthusiasm and conviction, despite difficulties and 
frustrations along the way. Service to the public 
and to the public interest is the vision of the Public 
Service, and it is a creative, essential and 
compelling vision.” 


2. A Strong Foundation: Report of the Task Force on Public Service Values and 
Ethics, 1996 (known as the Tait Report). 
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March 17, 2008 


Dear Prime Minister: 


In my role as Head of the Public Service of Canada, | have 
the honour to submit to you the Fifteenth Annual Report to the Prime 
Minister on the Public Service of Canada, in accordance with the 
provisions of section 127 of the Public Service Employment Acct. 


The theme of this document, as it was for the Fourteenth 
Annual Report, is renewal of the federal public service. It reports on 
progress achieved over the last year on the renewal agenda, and sets out 
the areas we will concentrate on over the coming year. 


The second report of the Advisory Committee on the Public 
Service, which was released in February 2008, is included as an annex to 
this Report. As you know, the Committee has been active in challenging 
us and identifying priorities on public service renewal. 


The public service operates in an increasingly complex 
environment marked by demands for faster, smarter responses, and 
greater accountability. At the same time, we are adjusting to increased 
retirements of experienced public servants and recruiting and developing 
the next generation. Meeting these challenges is the essence of renewal. 


Your support, Prime Minister, for public service renewal to 
ensure that the Public Service of Canada is a non-partisan, excellent, 
diverse and dynamic institution is essential and appreciated. You can be 
assured of the strong commitment within the public service to renewal so 
that we can continue serving Canadians with integrity and distinction. 


Sincerely yours, 


on 


Kevin G. 
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Serving With Pride, Delivering on 
Excellence 


l. Introduction 


This is the fifteenth report by the Clerk of the Privy Council to 
the Prime Minister on the Public Service of Canada, and the 
third since | became Clerk of the Privy Council and Head of 
the Public Service in March 2006. 


In my first two reports, | spoke of my personal commitment 
to the federal public service and my belief in its fundamental 
importance to Canada and Canadians. The opportunity to 
serve our fellow citizens, to try to make a difference to our 
country, is what has long attracted Canadians to public 
service. 


To continue to attract and retain such Canadians in the 
Public Service of Canada, and to provide high quality public 
services and policy advice in the years to come, is why 
public service renewal is so important to all of us, both public 
servants and the Canadian public. 


Purpose of This Report 


In last year’s report | set out what | saw as the future 
direction of the federal public service, and the priorities for 
public service renewal. This report reaffirms the necessity of 
renewal, reports on our progress, and looks forward to 
where we need to focus over the coming year and beyond. 


Renewal is not about fixing something for all time but 
updating what we do and how we do it in order to remain 
relevant and effective now and into the future. It is about 
keeping the institution of the public service dynamic, fresh 
and respected. And renewal is not something others do; the 


1 


impetus for renewal has to come from within, and it has to 
involve all of us. 


Last year, underscoring the importance of renewal, the 
Fourteenth Report said: 


...If the Public Service, as a core national 
institution, does not renew itself for the future 
as well as current service to the government 
and people of Canada, it risks becoming less 
relevant, less useful and less respected as the 
years go by. If we do not commit ourselves to a 
continuing process of renewal, the Public 
Service will not remain a creative national 
institution, central to the governance and 
development of our country. 


The reaction to the challenge of renewal from across the 
public service over the past year is very encouraging. The 
Deputy Ministers Committee on Renewal is focusing senior- 
level attention on priorities for renewal. As well, from 
departmental management groups, to Federal Councils and 
networks of functional communities and youth, to individual 
public servants, awareness is rapidly rising, and progress is 
being made. This reflects a real team effort. 


Renewal in the public service has benefited greatly from the 
work of the Prime Minister's Advisory Committee on the 
Public Service, which released its second report in February 
2008, and the Advisory Committee on Senior Level 
Retention and Compensation, which delivered its ninth 
report in January 2008. | am very appreciative of the time 
and commitment of the distinguished Canadians who serve 
on these Committees. 


Structure of This Report 
This report has six sections and three annexes. 


Following this introduction, Section Il elaborates on why 
renewal matters, and the factors driving renewal. Section III 
sets out the framework for renewal, organized into four 
priority areas. 


Section IV summarizes the progress we have made over the 
past year in regard to the action plan to which Deputy 
Ministers committed following last year’s report. It also 
highlights some examples of innovative departmental 
initiatives. 


Section V looks forward to 2008-09 and beyond, including 
our response to the second report of the Prime Minister's 
Advisory Committee. It is followed by a brief concluding 
section. 


Finally, the three annexes contain a demographic profile of 
the public service over the last 25 years, a detailed progress 
report on 2007-08 renewal commitments, and the Second 
Report of the Prime Minister's Advisory Committee on the 
Public Service. 


ll. © Why Public Service Renewal Matters 


Throughout my career | have made a practice of meeting 
across the country with leaders from all sectors of our 
economy and society. While they have never hesitated to 
share their criticisms of government, including the public 
service, | have been struck always by their recognition of the 
importance of a top-notch public service to Canada’s 
success as a country. 


International research certainly supports this view, most 
recently expressed by the OECD [Organization for Economic 
Cooperation and Development], that “good, effective 
government is crucial to a well-functioning economy and 
society.” And distinguished journalists and commentators 
such as Thomas Friedman have also echoed this view: “One 
of the most important and enduring competitive advantages 
that a country can have today is a lean, efficient, honest civil 
service.” A professional, competent, and non-partisan public 
service has been, and must remain, part of the Canadian 
advantage. 


Renewal is about making sure that the federal public service 
preserves and strengthens its capacity to contribute to 
Canada’s successes through the delivery of excellent public 
services and policy advice. We face two key challenges in 
this regard: first, an aging workforce nearing retirement in 
substantial numbers, especially at the senior levels; and 
second, the increasing complexity of the issues affecting 
Canada and its place in the world. 


The Prime Minister's Advisory Committee neatly captured 
the challenges we face: “The world in which the federal 
Public Service operates has become more complex and 
...unpredictable.... This new environment is characterized by 
an aging population, a globalized economic landscape, ever- 
changing information and communications technologies, the 
emergence of new horizontal issues, and changing public 
attitudes to government.” To continue to serve Canadians 
with excellence in the 21st century will require new 
approaches, new thinking and a new generation of public 
service leaders. | 


The Demographic Imperative 


The federal public service is facing major demographic 
pressures. While the core public service of today is the same 
size as it was in 1983, we have aged considerably. 


Today, 66% of the public service is over 40 years of age 
compared to 42% in 1983 (see Figure 1). Moreover, more 
than one-quarter of the public service population will be 
eligible to retire without penalty by 2012, and almost half of 
our current executives will be eligible to retire in the same 
time frame. While actual retirements usually lag eligibility by 
a few years, we are clearly facing major staff turnover.. 


In Annex 1, a detailed perspective is provided on the 
demography of the public service and its executives over the 
20-year period from the early 1980s to today. This sets out a 
comprehensive picture of important trends in the Public 
Service of Canada. 


Managing renewal must take account of three key 
demographic factors. First, the public service is competing 
for talent in the strongest national labour market in 35 years. 
There are many other organizations, from businesses to 
universities to non-governmental organizations that are 
actively competing to recruit Canada’s top university and 
community college graduates. At the same time, the 
information revolution and new areas for government 
involvement have combined to increase government 
demands for knowledge workers. Second, as the 
demographic profile indicates, Canada is becoming more 
diverse and the public service needs to make additional 
efforts to reflect this growing diversity. Third, the low level of 
recruitment during the 1990s means that we have a largely 
missing generation of future leaders, and hence we will be 
managing a transition to a considerably younger and less 
experienced generation of managers and leaders. 


Figure 1: Change in Public Service Age Profile 
1983 versus 2007 
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The Dynamic Imperative: The Only Constant is Change 


Each generation of public servants has been stretched to 
meet new demands dictated by the circumstances of the 
times. Figure 2 portrays the size of the federal public service 
relative to the Canadian population as these have evolved 
over the past century. From this perspective, size is an 
indicator, albeit imperfect, of the waves of change in the 
public service resulting from wars, the growth of social 
programs, organizational restructuring, and the impact of 
deficits and surpluses. 


Figure 2: Changes in the Public Service Workforce: 1900-2007 
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In a February speech to public servants in Vancouver, 
| underscored this dynamic: “The reality is that the Public 
Service of today is Canada’s largest, most complex 
institution, with over 250,000 employees, more ‘lines of 
business’ than any Canadian private sector organization, 
more ‘points of service, both nationally and internationally, 
and ongoing pressures to revamp our ‘product lines’ in 
response to demands of a changing world.” 


The public service of 2008 is not the same public service 

| joined in 1976—consider, for example, the progress toward 
greater gender balance in senior management (fewer than 
5% of executives in 1983 were women, compared to 40% 
today), the much more diverse workforce, a sharper focus on 
service standards, and much greater public accountability to 
name a few changes. 


But the public service needs to adapt more readily to 
change. We deliver services to citizens and advice to 
government. Citizens expect timely, efficient and fair access 
to information and services, as well as good value for money 
spent. The government seeks policy advice that is objective, 
imaginative and well-informed. While this is not new, what 
have been changing are the circumstances. Citizens want 
the public service to meet or exceed standards of 
accessibility, soeed and quality prevalent in the best parts of 
the private sector. Policy makers see the increasing 
complexity, interconnectedness and global nature of issues, 
and expect us to be ahead of the pack, not just average. 
Parliamentarians and the public want greater transparency 
and accountability. 


And expectations for the public service matter. Like any 
large organization, the public service cannot be error free. 
Over the years, we have shifted from a culture of risk 
management to a restrictive “web of rules,” which impedes 
our effectiveness and piles up checks and hurdles out of all 
proportion to the risks they are aimed to prevent. Finding the 
right balance is crucial. 


lll. ©The Framework for Public Service Renewal 


In last year’s Report, four broad priority areas for renewal 
were identified. These were planning, recruitment, employee 
development and enabling infrastructure. 


Planning 


The foundation for shaping the public service workforce we 
need is a clear understanding of what skills and knowledge 
are needed to meet departments’ business objectives, both 
now and into the future. Business planning and human 
resource planning have to go hand in hand. Without this, 


recruitment and employee development will be largely ad 
hoc and short term. 


As an example of the importance of integrated planning, 
over the past 25 years there has been a striking shift in the 
occupational makeup of the public service toward more 
“knowledge intensive” work. Indeed, as Figures 3A and B 
indicate, computer specialists are now five times more 
numerous than in 1983 and economists three times. 
Conversely, clerical positions have declined from about 24% 
to 14% of the public service and there are 95% fewer 
secretarial workers. However, business and human resource 
planning in the public service has tended to lag rather than 
shape these changes. 


Figure 3A: Relative Growth of Key Classification Groups 
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Figure 3B: Relative Decline of Key Classification Groups 
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Recruitment 


Recruiting the best possible talent to the public service Is 
indispensable to our long-term capacity to serve Canadians 
with excellence. Between replacing retirees and responding 
to increased demands in such areas as security and health, 
we have been recruiting between 12,000 and 15,000 new 
employees per year since 2000. 


To attract Canada’s best to the public service we need to 
restructure our approaches to recruitment. There has to be 
more emphasis on direct hiring by departments, especially of 
recent post-secondary graduates, into indeterminate 
positions. Our interaction with prospective employees has to 
change by making our processes faster and better, and 
deploying senior officials on university and college 
campuses to explain what we do and why it matters. And, 
we need to cast a wider recruitment net, ensuring that our 
hiring reflects the diversity that is Canada. 
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Employee Development 


The development of public servants as leaders, managers, 
professionals and empowered employees is central to a high 
performance institution. This demands targeted investments 
by the Public Service of Canada, as well as the personal 
commitment of employees. Such development must occur in 
the context of careful attention to assessing performance, 
and managing talent. 


Our performance in coming years will depend hugely on the 
skills, knowledge, seasoning and judgment of our 
employees, and on how well they grow as leaders and 
knowledge workers. We need to intensify our attention to 
employee development. 


Enabling Infrastructure 


Management in the public service is hampered by a weak 
enabling infrastructure—neither our tools nor our systems 
are efficient, let alone best-in-class. 


Correcting this deficiency will take some years, and 
significant effort. We need to improve the governance of 
human resources, simplify reporting, and make sure that the 
basics in areas like staffing and information systems work 
much better. 


IV. Progress on Public Service Renewal 
During 2007-08 


Consistent with this framework for renewal, and after 
extensive consultations with the Deputy Minister community, 
14 specific renewal commitments were established for 
2007-08. Setting measurable objectives and monitoring 
progress are essential elements of our approach to renewal. 
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The commitments for last year are listed in detail in Annex 2, 
along with the results achieved on each. Below is a 
summary of our progress. 


With respect to Planning, Deputy Ministers committed to 
prepare plans that integrate their human resources 
requirements with their business objectives and financial 
realities. 


© 35 Deputy Ministers (out of 36 covered by these 
commitments) reported having such integrated plans 
in place, as well as distributing them to their 
employees and putting them on their website, or have 
undertaken to do so by the end of March 2008. 


For Recruitment, we set a goal of 3,000 for direct 
indeterminate hiring of recent post-secondary graduates, as 
well as specific targets for hiring within the human resources, 
information services and financial communities. 


¢ As of March 2008, at least 4,000 recent post- 
secondary graduates have been recruited or given 
offers for an indeterminate appointment in the public 
service. | am pleased by the increased personal 
involvement of senior public servants in recruitment. 
However, some specific recruitment targets for 
functional specialties have slipped a bit. 


With respect to Employee Development, the focus was on 
instilling the practice of employees and their supervisors 
agreeing on learning plans, on creating talent management 
plans, on providing top level leadership development, and on 
strengthening performance management. 


¢ 30 of 36 Deputy Ministers have indicated that at least 
90% of their employees will have learning plans in 
place by March 2008. 
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¢ ‘Talent management plans for over 300 Assistant 
Deputy Ministers or equivalents were completed by 
March 2008. 


¢ The Advanced Leadership Program for promising 
leaders was launched in October 2007, with 
29 participants. 


¢ Performance management assessments for 
Deputy Ministers and Associates were dramatically 
overhauled over the past year, and the Advisory 
Committee on the Public Service views them as 
among best-in-class. 


For Enabling Infrastructure, progress has been slower. 
We set several modest targets relating to the speeding up of 
access to second language testing, transfer of employee 
records, greater use of generic job descriptions, and lighter 
reporting demands on departments. 


¢ The Public Service Commission has exceeded the 
goal of reducing wait times for access to second 
- language oral interaction testing by 50%. 


¢ Generic job descriptions have been completed for the 
Computer Science group (distilling 1,500 job 
descriptions into 37), and similar work is well 
advanced in the Personnel Administration group 
(reducing 2,000 job descriptions to as few as 19). 


In addition, departments have undertaken their own renewal 
initiatives. Among the more noteworthy department-specific 
examples are: 


¢ Collective staffing at Health Canada — Health Canada 
recently completed a large collective staffing process 
for clerical and junior administrative staff. About 
8,000 external applicants were screened, tested, 
13 
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interviewed, security cleared, and tested for second 
language capacity in a matter of four months, 
resulting in over 400 qualified candidates. 


Executive development at Citizenship and 
Immigration Canada — This program addresses the 
crucial transition to the executive level. Over the first 
two years after appointment, new executives are 
required to complete activities that build a shared 
understanding of the department's business. 


Service Canada College — As the federal 
government's premier delivery channel for direct 
services to Canadians, Service Canada established 
its own “corporate university’ with high quality courses 
and a uniform curriculum contributing to building solid 
customer relations management skills for front-line 
Staff. 


Technology for collaboration at Natural Resources 
Canada — The department has used state-of-the-art 
information and communications technology to 
promote collaborative approaches to work. Creative 
use of podcasting and blogs, and the experimental 
use of “wikis” in developing briefing notes are helping 
to break down silos, and engage younger employees. 


Succession planning at the Canada Revenue Agency 
— The Agency has extended succession planning 
beyond executives to include mission-critical positions 
at all levels. Formal discussions among senior | 
managers each year ensure that ee talent is spotted 
early and nurtured. 


Targeted recruitment at the Canadian Food 
Inspection Agency (CFIA) — As Canada’s largest 
employer of veterinarians, CFIA has moved to build 
long-term recruitment relations with the major 


veterinary colleges using.internships, summer 
employment and bursaries (in return for focusing on 
academic work directly relevant to CFIA) to attract 
promising students. 


¢ Increased focus on outreach beyond government at 
International Trade — The Deputy Minister for 
International Trade has embraced the importance of 
active outreach as a key aspect of renewal. Working 
with her management team, they have participated in 
close to 200 meetings with companies across Canada 
and abroad, with universities and industry 
associations, as well as in roundtables and major 
international conferences. 


These 2007-08 renewal results are encouraging, at both the 
corporate and departmental levels. — 


V. Focus of Renewal Efforts for 2008-09 
and Beyond 


For the coming year, our approach will be to deepen and 
extend our renewal actions in the four priority areas set out 
in the framework for renewal, and to respond to the 
recommendations of the Prime Minister's Advisory 
Committee in its Second Report. As last year, we will 
establish specific commitments for 2008-09 after 
consultation with the Deputy Minister community and other 
key stakeholders. But as well, to be effective on renewal, we 
need to encourage the active engagement of managers and 
employees throughout the public service. | 
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Pushing Ahead on the Framework for Renewal 
in 2008-09 


The Planning 


objective will be to _ Branding is a way of expressing the total value 
extend the covera ge proposition to current, new and prospective : 
; . employees. A public service ‘brand’ is a clear 
and im prove the q ual ity articulation of who public servants are and what 
of the ol ans of they do — professional, ethics and values driven 
employees who deliver sound policy and advice 

departments and to the Government and services to Canadians. 
agen cies. in terms of The public service brand should promote a 

fj : culture of pride and engagement across the 
rigour, concreteness public service and help attract future 
and clarity of the link employees, and public service renewal. 
between business and Ninth Report of the Advisory 


Committee on Senior Level Retention 
esa management : and Compensation, January 2008 
gOais. 


Having exceeded our 2007-08 target of 3,000 for direct 
indeterminate Recruitment, we will set a higher recruitment 
goal for this year. We will also emphasize ensuring the 
development of essential skills and experience among new 
recruits. Finally, we will follow up on the advice of the 
Advisory Committee on Senior Level Retention and 
Compensation (cited in the box above) that defining and 
communicating the public service brand — who.we are and 
what we do —.is critical to successful recruitment and 
retention. 


Development will focus on improving employee learning 
plans, as well as strengthening performance management 
for executives in response to the recommendations of the 
Prime Minister's Advisory Committee on the Public Service. 
With the Management Accountability Framework (MAF) now 
in place, we believe we have a sound conceptual foundation 
on which to manage performance and accountability. 
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Figure 4: Management Accountability Framework 
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Learning, Innovation and Change Management 


The department manages through continuous innovation and Hanstor maton, ; 
promotes organizational learning, values corporate knowledge, and 
learns from its performance. 


This year we will focus on setting clearer performance 
objectives, on reviewing performance throughout the year, 
on refining our evaluation of people management, and on 
dealing more rigorously with weak performance. 


Enabling Infrastructure is an area that has so far received 
less attention than it deserves. Three areas will be the 
immediate focus of our attention. 


¢ Staffing — This year, we will work closely with line 
managers to build a thorough understanding of how to 
accelerate getting the right people into jobs at the 
right time, using the flexibility offered by the new 
Public Service Employment Act. We will also broaden 
the use of generic job descriptions to reduce the 
burden of classification, spread the use of “fast 
tracking’ for more routine staffing transactions, and 
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deploy the new technology for the electronic transfer 
of employee records. 


¢ Systems — This year, as one element of scaling back 
the web of rules, we are implementing the 
recommendations of the 2007 Blue Ribbon Panel on 
Grant and Contribution Programs, reducing the © 
administrative burden for both recipients and 
government. We will also start to tackle our outmoded 
back-office processes, including modernizing our pay 
system to ensure that all employees get paid on time. 


¢ Employee Surveys — The federal public service 
invited employees to respond to a comprehensive 
workplace questionnaire in 1999, 2002 and 2005. 
This year we will undertake a fourth round of the 
Public Service Employee Survey of all employees. 
In line with best practice, we will also develop a 
targeted, on-line annual survey, which will begin by 
the first quarter of 2010. 


Responding to the Prime Minister’s Advisory Committee 


A key recommendation of the Second Report of the 

Prime Minister's Advisory Committee on the Public Service 
is the necessity of getting human resources governance and 
accountability right. Their conclusion is that the “authority 
and accountability for human resources management in the 
Public Service should be primarily the responsibility of 
Deputy Ministers,” and that the current overlap and 
duplication among departments and agencies dealing with 
human resources has to be cleared up. 
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| believe that the 


Advisory ...fhe Human Resources governance structure is overly 
f : complex, with multiple players and a resulting burden of 
Committee's duplicative and often unnecessary rules....In 
critiq ue of the government, it is Deputy Ministers...who are the 
: managers of people. The principal role of Central 
EXCESSIVE Agencies should be to establish expectations...without 


com ple xity and the heavy hand of excessive control. 


lack of clarity of 
the current 
arrangements for 
human resources 
governance is well founded. 


_ Second Report of the Prime Minister's | 
Advisory Committee on the Public Service, 
February 2008 


First, there should be no ambiguity about Deputy Ministers 
having the primary responsibility and accountability for 
managing their employees. They are best placed to identify 
the skills and knowledge their business requires, to select 
those most suitable to meet these needs, to see to their 
employees’ development, and to assess and manage 
performance. 


Second, central human resource agencies should only 
undertake those roles that must be carried out corporately, 
and the overlaps and unclear accountabilities among these 
agencies need to be sorted out. Necessary central roles 
include defining the broad framework for people 
management, tracking and assessing overall performance 
and the state of the public service, establishing common 
systems, and being responsible for the compensation 
framework. 


Third, implementation of this realignment of roles and 
responsibilities will permit a shift of resources from these 
central agencies to departments. 


The second recommendation of the Advisory Committee 
focused on strengthening performance management, 
particularly the importance of establishing clearer objectives, 
and dealing more rigorously with poor performance. 
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The current governance structure for human resources 
management, with its lack of clear accountabilities, is not 
sustainable. We will act to simplify the structure and clarify 
the accountabilities as recommended by the Advisory 
Committee. We will also develop specific initiatives to 
strengthen performance management, including dealing — 
better with poor performance. This will build on last year’s 
work which strengthened the performance management 
system for Deputy Ministers and Associates. 


Looking Forward 


Actions on the four priorities of this renewal agenda will 

_ better position the public service over time to deliver 
integrated business, human resource and financial planning, 
to attract and retain Canada’s most promising graduates and 
mid-career talent, to hold managers and employees to a high 
standard of performance, and to put in place infrastructure 
that will support good management. 


But ensuring excellence in public service now and for the 
next generation will require more. In addition to the active 
involvement of Deputy Ministers and their management 
teams, renewal needs the engagement of managers and 
employees at all levels, the persistent setting of renewal 
commitments, and then delivering on them year after year. 


¢ We need a better balance between risk taking and 
accountability. This requires reducing the current web 
of rules that saps initiative and stifles innovation. 
Effective organizations have robust and effective risk 
management systems. This means creating an 
environment that encourages the reasonable use of 
discretion by managers and employees within a 
framework of risk management and accountability for 
the results. 
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We need a public service workforce that is more 
broadly representative of the Canadian population. 
While the public service of today is much more 
diverse than the one | joined in the 1970s, we must do 
better still, particularly with regard to the participation 
of visible minority Canadians at all levels. 


Figure 5: Visible Minority Representation in the Public Service versus 
Workforce Availability 


| WFA* based on 1996 Census 
| WFA** based on 2001 Census 


2000 2006 


0% of Visible Minorities @ Work Force Availability 


We must make it easier to come and go from the 
public service through the course of a career. Our 
prevailing career model has seen employees spend 
all or most of their careers in the public service. While 
this will likely remain the choice of most public 
servants, constant changes in the challenges we face 
will make it essential that more Canadians share their 
knowledge and expertise with us for varying periods 
of time, or join us for a second or third career. 


We need leaders and employees at all levels to stay 
with their jobs long enough to make a meaningful 
contribution. This is especially true for senior public 
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service leaders who set the tone and direction for 
organizations. Attaining this goal at the Deputy 
Minister and Assistant Deputy Minister levels will be 
difficult over the next few years, as we work through 
our demographic realities. As circumstances permit, 
however, we want to move to a norm of Deputy 
Ministers and Assistant Deputy Ministers serving no 
less than 3 years in an assignment. 


VI. Conclusion 


In concluding this, my third report, | would like to emphasize 
one main message: Renewal is essential to the future of the 
public service; the status quo is not an option. 


We are just at the beginning of what must be a multi-year, 
sustained renewal enterprise. We will set out, year after 
year, tangible renewal commitments, and deliver on them. 
And this renewal challenge has to involve all of us. 


Finally, | want to pay tribute to my fellow public servants. 
Day in and day out, you provide consistently good public 
service to millions of Canadians and on occasion you do 
truly amazing things. 


In February, | had the privilege of speaking to over 

1,300 public servants at a town hall meeting in Vancouver. 
We talked about the critical “behind the scenes’ roles that 
federal public servants play in moving Canada forward, in 
helping make this such an attractive country in which to live 
and work and raise a family. | 
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From members of the Armed Forces just back from a tour 

in Afghanistan, to fisheries officers and meteorologists, to 
our border services and coast guard, to frontline service staff 
and research scientists, there was a strong sense of pride in 
the work they do and why it matters. In the words of 

Nicole Cote, Manager of Aboriginal Affairs at Environment 
Canada in British Columbia, a public servant participating in 
this event: “When you work for the public service, you really 
do feel that you are making a difference for your country.” 


It's hard to add to that sentiment. 
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Annex 1: A Demographic Picture of the Federal 
Public Service 


Introduction 


This Annex summarizes extensive recent work to establish a 
comprehensive demographic picture of the federal public 
service.' This profile not only depicts the current public 
service workforce as of March 2007, but also provides 
consistent historical comparisons back to 1983. Part | of this 
Annex focuses on the public service as a whole; Part II deals 
with executives. 


Demographic Profile of the Public Service 
of Canada (March 31, 2007 _S 
255,000 employees (251,000 in 1983) 


54.5% women (42% in 1983) 


40% of executives are women (less than 5% in 1983) | 


60.6% of employees in the regions and 39.4% in the National Capital 
~ Region 


85.3% indeterminate employees; 416. 2% term employees: 
5% casuals and students 


70.5% declare English wer first official language; 29.5% declare 
French 


Average age 44 years (39 . 1983) 
Average age of executives 50.6 years (48.7 in 1983) — 
Public service 0.8% of the Canadian population (1% in 1983). 


Size of the public service almost unchanged compared with 1983; 
government program spending (constant dollars) up 30% 


1. By “public service” we mean the core public administration (those 
departments and agencies for which the Treasury Board is the employer) 
and the separate employers (principally the Canada Revenue Agency, 
Parks Canada, the Canadian Food Inspection Agency, and the National 
Research Council). 
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Part |— Demographic Profile of the Public Service 


1. Context 


> There were nearly the same number of public 
servants in 2007 (254,600) as there were in 1983 
(250,800). For comparison, the Canadian population 
increased from 25.6 million to 33.0 million in this 
period. Thus, as a proportion of the Canadian 
population, the public service decreased from 1.0% in 
1983 to 0.8% in 2007. Looked at from another 
perspective, between 1983 and 2007 real GDP 
doubled and total federal program spending in 
constant dollars increased by 30%, while the public 
service was essentially the same size at the 
beginning and the end of this period. 


Figure 1: Trends in the Economy, Population, Federal Program Spending and 
Size of the Federal Public Service, 1983-84 to 2006-07 
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Zi Population Size of the Public Service 


> The size of the public service has varied considerably 
over the 1983-2007 period. After remaining fairly 
steady in the 1980s, it declined by 19% as a result of 
Program Review budget reductions in the mid 1990s. 
Between 1999 and 2007, reflecting a total program 
spending growth of 35%, public service employment 
increased by 25%. Much of this growth (19%) 
occurred from 1999 to 2003, as a result of 
investments in areas such as security. 


> During the past 25 years, there have also been many 
changes in the structure of the public service. For 
example, in the late 1990s the Canada Customs and 
Revenue Agency, Parks Canada and the Canadian 
Food Inspection Agency became separate employers. 
Other activities such as air navigation, airport 
management and labour market programs were 
devolved outside the federal public service. 


Figure 2: Total Employee Population of the Federal Public Service - 
1983 to 2007 
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3. Public Service Diversity 


a) Gender 


Figure 3: Proportion of Men and Women in the Public Service - 
Selected Years, 1983 to 2007 


% of PS Workforce 


1993 1998 
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> One of the most striking changes in the public service 
over the last 25 years has been the reversal in gender 
representation. Women are now the majority of public 
servants (54.5%), versus 42% of the public service 
in 1983. 


b) | Employment Equity Groups 


> The representation of all designated employment 
equity groups has been steadily increasing. All groups 
except visible minorities now exceed their labour 
market availability based on the 2001 Census. 


> As noted above, women were at 54% in 2006 


(workforce availability 52.9%); Aboriginal peoples at 
3.8% (availability 2.5%); persons with disabilities at 


an 


5.5% (availability 3.7%); and visible minority 
employees at 9.6% (availability 10.7%). 


Figure 4: Representation of Employment Equity Groups in the 
Public Service, 2000 and 2006, with Estimated Workforce Availability 
Based on the 2001 Census 
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“C) Language 


Figure 5: Official Languages Profile of the Public Service - 
Selected Years, 1986 to 2006 
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> The proportions of those whose first official language 
is French and English have been fairly steady over 
the last 25 years, albeit with a slight increase in the 
share of francophones. Between 1986 and 2006, 
those identifying French as their first official language 
grew from 28% of the public service to 29.5%. 


Shift to more “knowledge-intensive” work 


> Since the early 1980s, there has been a clear trend 
toward more knowledge-intensive work in the public 
service. Comparing today’s workforce with 1983, 
there are five times as many computer and systems 
specialists; four times as many lawyers; and three 
times as many economists and physical scientists. 


> The five largest knowledge-intensive occupations 
have all increased in size proportionately since 1983. 
In 2007, they represented 40% of the public service 
workforce, more than double their share of about 18% 
in 1983. 3 
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Figure 6: Share of Key Occupations in the Public Service - 
Selected Years, 1983 to 2007 
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Regional Distribution 


> Approximately 61% of the public service workforce 
today is located in the regions, somewhat lower than 
the 67% in 1983. An important factor in this decrease 
has been the devolution of air navigation, airport 
management and labour market programs, whose 
employees were largely concentrated in the regions. 


Figure 7: Regional Distribution of the Public Service - 1983 and 2007 
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6. Employment Status 


> Over the past 25 years, the percentage of 
indeterminate staff has remained relatively constant, 
fluctuating between 86.2% in 1983 and 81.6 % in 
1998. In 2007, the proportion was 85.3%. 


Figure 8: Proportion of Public Service Population 
by Employment Status - Selected Years, 1983 to 2007 
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7. Shift in Age Profile 


> The distribution of employees by age over the last 
25 years is illustrated in Figure 9. The average age of 
public servants in 1983 was 39.2, compared with 44.3 
in 2007. The median age increased even more rom 
36 in 1983 to 45.4 in 2007. 


: Figure 9: Distribution of Public Service Employees by Age - 
Selected Years, 1983 to 2007 
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> In Figure 9, each vertical bar represents two years of 
age. Age bands are distinguished by different colours. 
The areas identified with “forward slashes” highlight 
the “baby boom” generation. 


>» This figure shows the demographic dominance of the 
“baby boom” cohort. This cohort has been driving 
public service demographics for the past 25 years, 
and its aging signals the urgency of renewal. 
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8. Retirements 


> Figure 10 shows annual departure rates from the 
public service’ for retirement and other reasons over 
_the period from1990-91 to 2006-07. 


> As the Figure indicates, retirements were just over 2% 
per year in the early 1990s, fell during Program 
Review to just over 1%, and since that time have 
risen steadily to more than 3% per year. Other 
separations, voluntary or involuntary, have been 
around 2% per year since Program Review. The large 
bulge in the middle of Figure 10 resulted from 
“Program Review’ staff reductions. 


Figure 10: Departures Related to Retirement or Other Separations - 
1990-91 to 2006-07 
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> Projecting these trends forward conveys a clear 
demographic message. The percentage of public 
servants who were eligible to retire without a penalty 


2. Data covers only the “core public administration,” that is, the 
departments and agencies for which the Treasury Board is the employer. 
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has significantly increased since the late 1990s, rising 
from 3.5% in 1998 to 8% in 2007. Over 25% of the 
March 2007 population will be eligible to retire by 
2012. Approximately one third of those who are 
eligible to retire typically retire in the first year of 
eligibility. 


Part Il - Demographic Profile of Executives 
als Population Size of the Executive Group 


> As.of March 31, 2007, there were 5,600 executives in 
the federal public service. 


Figure 11: Changes in the Size of the Public Service Executive 
Population in Comparison with the Overall Public Service - 
1983 to 2007 
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> The number of executives grew through the 1980s, 
and then declined during Program Review, along with 
overall reductions in the public service. Since the late 
1990s, the executive workforce has grown faster than 
the public service as a whole. (The large increase in 
executives in 1991-92 resulted from combining the 
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a) 


PS Executive Proportion of Women by Level 


former senior manager group with the executive 
group. ) 


Executive Diversity 


Gender 


Shifts in gender representation in the public service 
have been very significant over the last 25 years, and 
even more so at the executive level. 


Overall, the proportion of women among executives 
has increased from less than 5% in 1983 to about 
40% in 2007. This pattern applies fairly consistently 
across all executive levels. 3 


Women held 38% of Deputy Minister and Associate 
Deputy Minister level positions in 2007, compared to 
less than 2% in 1983. 


Figure 12: Proportion of Female Public Service Executives by Level - 
Selected Years, 1983 to 2007 
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Employment Equity Groups 


>» Representation of designated equity groups among 
executives has increased since 2000. As of March 31, 
2007, it was above Workforce Availability (WWFA) 
estimates for persons with disabilities, but below for 
women, Aboriginal people and visible minorities. — 


Figure 13: Representation of Equity Groups Among Executives 
in 2000 and 2006, With Estimated Workforce Availability Based 
on the 2001 Census 
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Cc) Language 


» The proportion of executives declaring French as their 
first official language has increased from 21% in 1983 
to 29% in 2007. 


Figure 14: Proportion of Public Service Executives 
by First Official Language - Selected Years, 1983 to 2007 
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o: Regional Distribution 


> While executives are predominately located in the 
National Capital Region (about 71% in 2007), this 
proportion is somewhat lower today than in 1983 
(76%). 7 


oY 


PS Executive Distribution by Region 
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Figure 15: Geographic Distribution of Public Service Executives 
in the National Capital Region, Other Regions in Canada, 
and Outside Canada - Selected Years, 1983 to 2007 
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Age of Executives 


The average age of executives in 1987 was 
48.7 years. By 2007, this had risen to 50.6 years. 


The average age of level 1 to 3 executives had 
increased to 50.4 years in 2007, while the average 
age of Assistant Deputy Ministers (levels 4 and 5) had 
increased to 54 years. 


PS Executive Average Age 


Figure 16: Average Age of Public Service Executives 
and Assistant Deputy Ministers - Selected Years, 1983 to 2007 
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> In 1987, the majority of executives (59%) were under 
50; today the majority (57%) are over 50. The largest 
proportion of executives in 1987 were between 40 
and 44 (25.3%); now the greatest number are those 
50 to 54 (29.4%). 
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PS Executive Age Distribution 
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Figure 17: Distribution of Public Service Executives 
by Age, 1987 and 2007 
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Retirements 


In March 2006, approximately 17% of the executive 
population was eligible to retire. The actual 
retirements in 2006-07 were approximately 7.5%. 


By 2012, almost half of those in executive positions in 
March 2007 will be eligible to retire. 


Figure 18 illustrates the fact that executives have 
significantly more pensionable years of service now 
than they did in 1987. In that year, 44% of executives 
had more than 20 years of pensionable service; by 
2007 this figure had risen to 65%. 
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Figure 18: Years of Pensionable Service for Public Service 
Executives, 1987 and 2007 
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Annex 2: Progress on Public Service Renewal 
Since the 2007 Report 


2007-2008 PS Renewal 
| : : Progress and Results 
Commitments 
Planning” ee 
| By March 2008, all 
departments and agencies 
will have distributed to their — 


employees and put on their 
website their integrated plan. 


As of March 2008: 

e 17 departments/agencies met 
this commitment; 

e 18 departments/agencies 
indicated that they are ‘on track’ 
to meet this commitment by the 
end of March; and 

e 1 indicated that it will not meet 

the commitment in 2007-08. 


Recruitment ) : 
By March 2008, deputy As of March, 2008: 


| 
ee 
| 
i 


4 


ministers will increase the e Atleast 4,000 post-secondary 
number of post-secondary graduates have been appointed | 
graduates appointed directly or offered appointments directly | 
to indeterminate positions to to indeterminate positions. 
at least 3,000—up from 
about 2,100 last year—and All new entrants attend the 
will ensure that the new Orientation to the Public Service 
| entrants have orientation and| program offered by the Canada 
_ development plans. School of Public Service in addition 


to department-specific orientation 
and development programs. 
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a 
i 
| 
| 
} 
} 


By March 2008, the Canada As of March 2008: 
Public Service Agency 
(CPSA) will work with 
functional communities, 
departments and agencies to 
implement recruitment plans 
to address the needs of the | 
following functional | 
communities: | 


e Human Resources e 75 PEs (Human Resources | 
(recruitment of 75 PEs Professionals) have been hired | 
[Human Resources as a result of a PE Recruitment | 
Professionals] and 100 Initiative, and 109 
compensation compensation specialists | 
specialists); and have been hired; and 
(recruitment of 100 ISs). have been filled. | 

SY Sei Sohsehe oy SYN PO ne ON nae 

The Office of the Comptroller | As of March 2008: | 

General has established | 

prequalified pools from which | 

departments and agencies | 
will appoint: 

e 7 Directors General or e 7 Director General/ Executive | 
Executive Directors Director positions have been | 
(EX-03); filled; | 

e 130.mid-level financial e less than half, 54 Fl-03 and 
officers; and Fl-04 candidates, have been 

hired; and 

e more than 200 entry- ° 191 entry-level financial 
level candidates. officers have been hired 

through the Financial 


Officer/Internal Auditor 
| Recruitment and Development 
| Program. 
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| in order to support longer _ Departments and agencies. are at | 
| term succession planning, various stages of succession | 
| deputy ministers will ensure planning, from conducting | 
| that the requirements for preliminary analyses of their | 
| entry-level executive jobs workforce to identifying potential 
| take full account of potential successors in their organizations. 
_ contribution to the Public | 
| Service into the future in Baseline executive and feeder | 
| order to achieve a group demographics have been | 
| demographic profile (for developed against which progress __ 
| example, age, gender, can be measured. | 
| employment equity groups) | 


appropriate to future needs. | 


"Employee Development 


r By March 2008, deputy "As of March 2008: R 
ministers will ensure at least | 
90% of Public Service e 11 departments/agencies met _ 

employees have learning this commitment; eral 
plans in place and that a e 19 departments/agencies | 
corresponding discussion indicated that they are ‘on track’ | 

and an assessment of the to meet this commitment by the | 

| plans between employee and end of March; and | 
| supervisor occurs annually in| e 6 departments/agencies | 

_ connection with performance — indicated that they will not meet _ 
review. this commitment in 2007-08. | 


In 2007-08, the Committee of 95% of Assistant Deputy Ministers 
Senior Officials (COSO) and and equivalents will have a talent 


a a a a eT EE ES SR EE Sree en 1 
| 
| 
| 


| deputy ministers will | management discussion with their 
implement talent Deputy Minister by the end of 
management plans for all March 2008. 


assistant deputy ministers. | 


“In 2007- 08, COSO and the 
| Canada School of Public 
| Service will launch an 
Advanced Leadership 
Program. 


| 


‘The A Advanced Leadership ee 
was launched in October 2007 with | 
25 participants. 


ee See 
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In 2007- 08, working with the 
Treasury Board Secretariat, 
the Canada Public eee 
Agency will: 


e revise the performance 


management regime for 
excluded managers and 
unrepresented 
employees to be more in 
line with the approach 
taken for executives; and 


e develop a performance 
management approach | 
for all managers with | 
substantial people | 
management | 
responsibilities that 
recognizes people 
management, based on | 
the Canada Revenue 
Agency model, for 
consideration in the 
context of this round of 
collective bargaining. 


The existing Performance 
Management Program for Senior 
Excluded and Unrepresented 
Managers and Staff will be aligned 
with the approach taken for 
executives beginning in 2008-09. 


An approach for all managers with 
substantial people management 


‘responsibilities is being developed 


for consideration. 


a 


Beginning in 2007-08, all 
executives, including deputy 
ministers, will be formally 
assessed on people 
management. The Canada 
Public Service Agency will 
develop tools to support the 
assessment. 


As part of a substantially m more 
rigorous approach to the 


performance assessment of Deputy | 


Ministers and Associate Deputy 
Ministers, all Deputy Heads were 
assessed on people management 
beginning in 2006-07. Beginning in 
2007-08, all executives are also 
being formally assessed on people 
management. 


The Canada Public Service Agency | 


has developed new standards and 
tools to support robust and 
consistent assessment of people 


management by executives. 
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| Enabling Infrastructure | 


| In 2007-08, the Public | The wait time for second language | 
Service Commission will oral interaction tests has been 
reduce the time it takes to reduced by more than 50%. As of 
access second language oral} March 2008, wait times are: 1 to 
interaction testing by 50%. 2 days for urgent service requests, 
and 1 to 2 weeks for non-urgent 
service requests. 


In 2007-08, the Canada The Canada Public Service Agency | 
Public Service Agency will produced and tested a Government | 
produce a web-based tool to | of Canada web-based tool, the | 
facilitate the secure Employee Passport, which can | 
electronic transfer of an securely transfer employee records | 
| employee's HR record from | rapidly and with minimal errors. | 


one department or agency to 
another, thereby reducing 

| processing time from six 

_ months to six minutes. 


| 
| 
| 
| 
| 
O05 pee — 


| In 2007-08, the Canada Environment Canada, the | 
| Public Service Agency will Department of Fisheries and | 
_ enable the adoption of the Oceans, and the Canadian Food 
| “Fast Track” staffing model Inspection Agency have adopted the | 


| developed by Agriculture and; “Fast Track” staffing model. | 
| Agri-Food Canada in at least : | 
| two other departments asa | , | 

first step toward system-wide 


application. et 
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In 2007-08, the Canada 


Public Service Agency will 

deliver preclassified generic 
work descriptions, reducing 
the number of work | 
descriptions for: 


e the Computer Science 
(CS) group from 1,500 to 
37 in medium and large 
IT organizations; and — 


e the Human Resources 
(PE) functional 
community from 2,000 to 
20, covering 80% of the 
PE population. 


As of March 2008: _ 


} 
| 
} 


e computer science generic work | 
descriptions have been reduced 
from 1,500 to 37. Fifteen 
departments (representing over 
50% of the computer science - 
population) are implementing 
the new description and 
organizational structures; and 


| 
| 
| 


| 


e human resources generic work | 
descriptions have been reduced | 
from 2,000 to 19. Eleven | 
departments (representing over | 
half of the human resource | 
professionals population) are 
implementing these work | 
descriptions. | 


eae ee ee ne ee ne a 


In 2007-08, the Canada 
Public Service Agency in 
collaboration with the 
Treasury Board Secretariat 
and the Public Service 
Commission will review 
reporting requirements, 
including the alignment of the 
Management Accountability 
Framework (MAF), the 
People Component of the 
MAF and the Staffing MAF, 
to reduce requirements to the 
greatest extent possible. ak 


See 
| 


In 2008-09, important work remains | 
to align and rationalize the overall | 
reporting requirements of Central 
Agencies for human resources 
management. 


| 
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~Annex 3: Second Report of the Prime Minister’s 
Advisory Committee on the Public Service 


Pursuing a High Performance Public Service 


MESSAGE FROM THE CO-CHAIRS 


The Advisory Committee on the Public Service is pleased to 
present to you, Prime Minister, this second annual report which 
provides our advice on the renewal and future development of the 
Public Service of Canada. 


Our first report provided our preliminary analysis of the federal 
Public Service environment and initial observations on various 
Human Resources areas, such as recruitment, leadership 
development, performance management and governance. 


In this report, we offer remarks and proposals on the Human 
Resources management framework and accountability structure, 
and on performance management. In addition, we have identified 
a number of issues we intend to examine in the future. 


We appreciate your personal commitment to this endeavour and 
the support we have received from senior public servants. As the 
report says, we believe the Public Service plays an important role 
in positioning Canada in today’s globalized economy. We look 
forward to continuing our work. 


The Right Honourable The Honourable 
Don Mazankowski Paul M. Tellier 
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PART |: SETTING THE CONTEXT 
The Public Service, with 


250,000 Canadians | What has the Committee Hone over 
employed in the last 12 months? 

200 departments and Our Committee members are engaged 
agencies, is the largest | in the development of the Public Service. 
and most complex dae | 
enterprise in Canada. « have been in regular dialogue with the 


Prime Minister on the Committee’s 


Federal public servants oe 
; work through meetings and periodic 
work in diverse areas reports 


that range from food 
inspection to public 


worked closely with the Clerk of the 
Privy Council, Heads of Central 


health to international Agencies, Agents of Parliament, and 
security. They develop | Deputies from line departments 
policies, provide advice discussed issues with interested 

to government and experts (e.g., the Advisory Committee 
deliver services and on Senior Level Retention and » 
programs directly to Penpals) 

Canadians. The non- visited Regional Councils and met with 
partisan and competent various groups of public servants 
federal Public Service used our own networks to expand the 
contributes to the future pool of ideas. 


of Canada; no other os 

organization is so GOR OO in sO ) many areas of Canadian life. 
Public servants are committed and proud to serve their fellow 
Canadians. 


The world in which the federal Public Service operates has 
become more complex and in many ways more unpredictable 
over the last 15 years. This new environment is characterized by 
an aging population, a globalized economic landscape, ever- 
changing information and communications technologies, the 
emergence of new, “horizontal” issues and changing public 
attitudes to government. 


The Public Service today must address a significant demographic 
challenge. For the first time, it has more employees over 45 than 
under, and it is facing the imminent retirement of a generation of 
valued employees. It must renew its workforce in the strongest 
labour market in over 35 years, with many public and private 


sector competitors for top-quality graduates from our universities 
and colleges. In this context, how can we ensure that Canada 
continues to have a strong and effective Public Service to help 
Canadians meet the important challenges facing the country in the 
years ahead? 


A “HIGH PERFORMANCE” PUBLIC SERVICE 


lf the Public Service is to advise Ministers and deliver programs 
and services to the highest standards of excellence, it must be 
creative in its thinking, efficient in its work processes, effective in 
risk management, and fully accountable for its performance. 
These are the characteristics of a “high performance” 

Public Service. 


“One of the most important and enduring competitive advantages that a 
country can have today is a lean, efficient, honest civil service.” 


Thomas L. Friedman: The Lexus and the Olive Tree 


TO ae hese goals, tHe federal Public oan will require: 


> active and transparent 


er fi What is a “high performance” 
recruitment practices Public Service? cS 
based on sound he bibles sored 
planning igh performance” Public Service: 

= has the encouragement and the Ee 

> strong leadership and a ability to innovate Ee 
commitment to is creative in its thinking, efficient in e 
developing talent | its processes, and has aculture of |. 
effective risk management S 

> aclear regime for demonstrates non-partisanship, 2 
Human Resources excellence and pride in all facets of E 
governance and } its work a 
accountability is structured to manage Human iq 
Resources effectively, enabling ES 

> rigorous performance departments to deliver results for 


management practices. » Canadians 


plans, measures and is accountable . 
for its performance 


Ex 


has the respect and support of 
Parliament and the bass 


LAV AEN OANA EE 


Ee 


a 


ACHIEVEMENTS 


On March 31, 2007, shortly after the Prime Minister announced 
the creation of our Committee, we published our first report: Public 


Service Matters. 


In that document, we chose to focus our detailed comments on 
recruitment. The Public Service demographic imperatives provide 
an opportunity to recruit the best of the next generation of 
Canadians to the Public Service. They will infuse the institution 
with new ideas and energy to build on existing skills and talent. 


We are pleased to observe that the Public Service has taken the 
issue of recruitment seriously. The Clerk of the Privy Council and 
individual Deputy Ministers have made specific commitments for 
action in the short term in relation to university and college 
‘recruitment, integrated business and Human Resources planning, 
talent management and succession planning. 


For example, for 2007-2008 the objective has been to appoint at 
least 3,000 post-secondary graduates directly into permanent full- 


Why is recruitment an urgent issue 
for the Public Service? 


The Public Service needs to: 


= compete for talent — the most 
competitive labour market in 
35 years 


be a truly representative workforce 


— diversity of origins and 
perspectives . 


expand and invest in the pool of 
leaders — ensure strong leaders are 
in place 

have the right skills and required 
specialized expertise in its 
workforce. 


Poe ae a peuvent coe Ruan cue seen gran tnt oo ee ee ep n eS 


ie 


oe 


se eaE Tg Begs 


CER CaS er ESE 
Se ee 


ORO 


SOS 


saan rRRacees 
Come 5 


time positions. This will 
reduce the current reliance 
on casual, temporary and 
term hiring and better 
enable the Public Service 
to compete for talent. 
Departments and agencies 
are also required to have 
integrated business plans 
and implement talent 
management plans for all 
Assistant Deputy Ministers. 


This is the right approach. 
However, we encourage - 
the Clerk and senior Public 
Service leaders to push 


harder on rithese issues, to increase their personal involvement 
and to ensure recruitment approaches are competitive. 


In addition, we have been impressed by the range of programs, 
both new and existing, for developing future leaders. We take 
particular interest in the new Advanced Leadership Program for 
senior Officials. 


We believe that an investment in leadership development will pay 
large dividends in terms of the future performance of the Public 
Service. We realize that linking recruitment to business needs 
requires time and effort from senior leaders. There is no doubt, 
however, that this is the way to proceed. Focused recruitment of 
full-time, indeterminate employees is essential to ensure 
departments and agencies continue to have the skills and 
expertise to fulfill their mandates over the longer term. 


PART Il: OBSERVATIONS AND RECOMMENDATIONS 


Over the past 12 months, we explored the current environment 
and considered a broad range of thinking on the federal Public 
Service from outside government. We looked at opportunities for © 
improvement based on our research and our respective 
experiences in the private sector. 


In this context, the Committee has chosen to focus its 
observations and recommendations on two areas: 


> Human Resources governance and accountability 
structure — the whole picture of institutional 
responsibilities and accountabilities in Public Service 
Human Resources management. 


> Performance management — a key component of an 
effective human resource strategy to attract, develop 
and retain leaders. 


We spent a good deal of time researching and discussing these 
issues. In the following pages, we provide our observations and a 
set of recommendations that we believe will enable the federal 
Public Service to advise Ministers and deliver services to 
Canadians with a high standard of excellence. 
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HUMAN RESOURCES GOVERNANCE AND 
ACCOUNTABILITY STRUCTURE 


In the federal Public Service, four Central Agencies (Canada 
Public Service Agency, Canada School of Public Service, 
Treasury Board Secretariat and Privy Council Office) and one 
independent agency (Public Service Commission) are responsible 
for the various dimensions of Human Resources management. 
They carry leadership responsibility for recruiting, staffing, 
developing, paying and managing public servants. 


In addition, the Human Resources management regime of the 
Public Service, unlike those in the private sector, is subject to 
extensive external oversight by Parliamentary committees as well 
as by the Auditor General and other independent agents of 
Parliament. 


== KEY INSTITUTIONAL PLAYERS — 


Privy 
Council 
Office 


*Deputies and 
Order in Council 
appointments 


reasury 
Board 
Secretariat 


°Expenditure 
control 


*Negotiate 
collective 
agreements 


*Pensions and 
benefits 


°Pay equity 
issues 


Departments and 
Agencies 


*Orientation and certification 


*Delivery of training and 
development courses 


*Promote best practices 


Canada School of 
Public Service 


*PSMA: Public Service Modernization Act 


This chart shows that the Human Resources governance structure 
is overly complex, with multiple players and a resulting burden of 
duplicative and often unnecessary rules. This complexity slows 
down every internal process and prevents efficient Human 
Resources operations across the Public Service. 


In government, it is Deputy Ministers and Agency Heads who are 
the managers of people. The principal role of Central Agencies 
should be to establish expectations and to provide policy 
frameworks and guidance to departments and agencies, without 
the heavy hand of excessive control. 
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We realize that 
organizational change is 
never easy. Yet in the 
present circumstance we 
believe it essential. We 
have four 
recommendations for 
change affecting the 
governance regime for 
Human Resources 
management that we 
believe can serve as the 
foundation for the further 
evolution of the system in 
ways that will benefit 
managers and employees 
alike. 


> First, Deputy Ministers 
should be clearly 
recognized as having 
primary responsibility 
and accountability for 
Human Resources 


Fa ae egret PSR ORY Ca yt & camo iar vee SLE EE MAE HEEL NE GHEE 
POUR ER AU EOC aUIDRE CRD ca ERIE ERE ER PRE 


How long does it take to staff an 
indeterminate position in the — 
federal Public Service? 


The internal staffing process is 
comprised of six main steps: 
preparation and planning 
advertising 
screening of applications . 
assessment and selection 


notification of results and recourse 
rights 


appointment : 


Three to four agencies may be 
involved at different stages (in some 


cases more than once). 


The process can take, on average, 


22.4 weeks. Factors including the area 
of selection, number of applicants, 
linguistic and security requirements 
may all affect the time it takes fo fill a 
position. 


management. They have line authority over programs and 
services; they should have lead responsibility for managing the 


people who deliver them. 


& Second, there should be a single, smaller Central Agency to 


support the leadership responsibility of departments and 
agencies on Human Resources management. Such an agency | 
would be mandated to ensure the integrity and the 
effectiveness of the Human Resources management system in 


the government. 


* Based on a Statistical Study by the Public Service Commission of Canada: 


Time to Staff in the Federal Public Service — May 2006. (Does not reflect all the 
benefits of the Public Service Modernization Act - all the Act components came 


into force in December 2005.) 
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> Third, immediate steps should be taken to simplify and 
integrate data collection and systems for both planning and 
reporting on people management, across the Central 
Agencies. 


This will better enable departments and agencies to carry out 
their distinct responsibilities, while reducing cost and 
complexity, and making information more accessible to 
Parliament and Canadians. 


> Fourth, we believe it essential to reaffirm responsibility of the 
Public Service Commission for safeguarding merit in 
appointments and the non-partisan character of the federal 
Public Service. 


Recruitment and related services provided by the Commission 
to departments should be operated on a fully cost-recovered 
basis, with appropriate involvement by ue Ministers in the 
governance of those services. 


> Finally, we endorse the continuing role of the Privy Council 
Office in supporting the Clerk as Head of the Public Service, 
and in advising the Prime Minister on policy and operational 
iSSUeS. 


Over time, the Prime Minister and his officials may wish to 
consider formalizing these and similar changes to Human 
Resources governance and mandates through appropriate 
legislation. However, given the pressing need to equip 
departments and agencies to address the challenges of renewal, 
‘ we would argue for moving quickly on these bial acill 
straightforward measures for change. 


Implementing our recommendations would result in a more 
coherent Human Resources governance structure, with markedly 
less overlap in roles and responsibilities, as presented in the 
graphic on the next page. 


=-—= PROPOSED NEW HUMAN RESOURCES GOVERNANCE AND 
ACCOUNTABILITY STRUCTURE = 


Departments and Agencies 


Responsible for all aspects of people management including: 


¢ Integrated business and HR planning ¢ Providing for employee learning and 

¢ Classifying positions development 

e Recruiting, hiring, deploying, and promoting ¢ Maintaining productive and healthy 
employees workplaces 


e Ensuring an appropriatel 
diverse workforce 


bilingual and e Adherence to public service values and 
ethics 


Appointments 
° Cost recovery recruitment 
and staffing services 
° Investigate and 
audit appointments 
Monitoring 


Public Service 
Commission - 


Privy Council 
Office 


° Talent 
management for 
Deputies and 
Order in Council 
appointments 


Canada School 
of Public Service 


Orientation and 
certification 


Delivery of 

training and 
development 
courses 


Promote best 
practices 


N.B.: Subject to same current oversight 


PERFORMANCE MANAGEMENT 


As the largest employer in Canada, the federal Public Service 
should have an effective performance management regime for all 


its employees. Rigorous 
performance management 
enables the alignment of skills 
and talents with the top priorities 
of the organization, and allows 
managers to deal with the full 
spectrum of performance (i.e. 
excellent, good, average and 
poor). Well implemented, 
performance management 
drives excellence and helps 
improve organizational results. 


We were pleased to see that the 
Clerk of the Privy Council has 
instituted a more structured and 
rigorous performance 
assessment regime for Deputy 
Ministers and Associates, one 
that appears to be more in line 
with private sector practices. 


As we have noted, the Clerk has 


An example of improving 
performance at Passport Canada. 


1. Passport Canada modernized its 


‘infrastructure and achieved significant 


results: 


« /ncreased production by 39% in 
2007 in response to high demand 
for passports, while maintaining 
very high levels of client satisfaction 


Hired 1,200 new recruits in 
9 months 


Added 67 points of service where 
Canadians can apply for passports 
in person. : 


2. Passport Canada streamlined the 


passport renewal process by: 
« Eliminating the need to resubmit 


proof of citizenship and supporting 
documentation 

» Decreasing waiting time and 
reducing line-ups at 33 Passport 
Canada walk-in offices. 


Peers sat seri at sear ol siacse se cscnt rr st eest ay scsi 


identified specific commitments with regard to: 


» integrated business and Human Resources planning 


=» post-secondary recruitment 


» talent management plans for Assistant Deputy Ministers, and 


« ~ changes to the Public Service performance management 
system that will see executives and managers formally 
assessed on “people management.” 


We were also impressed by the practices we saw in place in some 
departments. For example, we heard from departments that have 
implemented robust performance management programs with a 
business planning and monitoring process, and training and 
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support tools for managers. Central Agencies have also 
developed tools (e.g., implementation of the Performance 
Management Program) for evaluating executives, departments 
and agencies. 


These performance management processes (planning, 
monitoring, developing, rewarding) are important. However, what 
really matters are the results 


achieved. Good performance What can be done to improve 
management should aid in performance management in 
retention, development and me rupli Service? 
productivity. The process must, Set measurable objectives 
above all, drive the achievement Communicate objectives to 
of results for Canadians. employees 

Reward excellent performance 
Notwithstanding progress to Improve average performance 
date, the Committee feels more Deal with poor performers 
can be done: 


Provide tools and training to 
managers. 


> First, the criteria against 
which employee ~ soir teemericnoae 
performance is assessed must be Oe communicated If 
managers are to provide frank and objective feedback about 
performance. 


In addition, clarity about the weight being given to the results 
expected (“what” is achieved) and the approaches taken to 
achieve the expected results (“how’” it is achieved) is also 
necessary. While we have seen some excellent practices in 
place, the Public Service should push forward to establish 
objectives that are, to the extent possible, measurable. 


More generally, performance management in the Public 
Service should also recognize and reward “good people 
management” as an essential element of a manager's 
commitments. | 


> Second, performance management must address the full 
spectrum of performance: excellent, good, average and poor. 
Managers must have the ability not only to help good 
performers to become excellent but also to support average 
performers to become good. 
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> Third, managers must deal effectively with poor performers. 
The Public Service has not been good at this and needs to 
become better. Dealing with poor performance is as important 
as dealing with excellence, because poor performers reduce 
the productivity of the organization and have a negative impact 
on motivation, retention and recruitment. Too often managers 
prefer to ignore poor performers even though this may have 
severe consequences for the capacity of the see els to 
deliver results. 


> Fourth, every effort should be made to increase recruitment at 
both post-secondary and more senior levels and to continue to 
invest in rigorous programs for leadership development. 


® Finally, while recognizing the demographic realities that 
necessitate movement at senior levels, the Public Service 
should try to ensure that senior leaders stay longer in their 
jobs. Deputy Ministers and Associate Deputy Ministers need to 
build the knowledge required to run complex organizations. 
They need time to implement measures they have initiated 
and to recruit and develop the future leaders of their 
organizations. 


In summary, while we believe the Public Service is good at 
assessing people’s work, it needs to invest more in setting 
objectives up front and in improving the management of 
performance across the spectrum. 


RECOMMENDATIONS 
The Committee’s job is to: 


~ provide its assessment of Human Resources management 
practices in the federal Public Service 


> question current practices and identify pressing issues 
» serve as a sounding board for senior Public Service leaders 


make observations and recommendations that will contribute 
to future development of the Public Service. 


ce 


On this basis, the Committee recommends that: 


HUMAN RESOURCES GOVERNANCE AND ACCOUNTABILITY 
STRUCTURE | 


1. Authority and accountability for Human Resources 
management in the Public Service should be primarily the 
responsibility of Deputy Ministers. 


2. There should be a single, smaller Central Agency supporting 
and overseeing departmental leadership on Human Resources 
management. This Agency should be focused on functions 
that require “enterprise-wide” approaches and policies. 


3. Steps should be taken to simplify and integrate data collection 
and systems for both planning and reporting on people 
management, across the Central Agencies. 


4. The essential responsibility of the Public Service Commission 
for safeguarding merit in appointments and the non-partisan 
character of the Public Service should be reaffirmed. 
Recruitment and related services provided by the Commission 
to departments should be fully cost-recovered, with 
appropriate involvement by Deputy Ministers in the 
governance of those services. 


PERFORMANCE MANAGEMENT 


5. All managers in the Public Service should invest more time in 
setting objectives at the beginning of each assessment period. 
They should implement measurable objectives against which 
all employees’ performance can be evaluated. 


6. The “mid-year performance review’ should become routine 
(not ad hoc) across the Public Service to ensure that effective 
performance management is ongoing, and to maximize 
opportunities for improvement. 


7. Public Service managers should get the necessary tools, 
training and support from Central Agencies and their superiors 
to properly address the full spectrum of performance, 
especially in dealing with poor performers. 


8. The Public Service should explicitly evaluate and recognize 
people management skills. 
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9. Talent management programs for Assistant Deputy Ministers 
should be pursued and expanded to the whole executive 


group. : 
10. As much as possible, Deputy Ministers and Associate Deputy 


Ministers should remain longer in their positions in order to 
maximize the overall performance of departments. 


PART III: CONCLUSION 


WHAT NEXT? 


In our first report, we focused on the issue of recruitment, and 
over the ensuing 12 months, we have begun to see results. The 
recommendations set out in our second report are intended to 
build a foundation for further progress in the effective 
‘management of Human Resources in the Public Service. 


In the coming months, the eile intends to explore issues 
such as: 


> concrete plans for reducing the “web of rules” that affect the 
Human Resources management regime, as well as the 
broader rules across the Public Service, with a view to 
encouraging a workplace culture of intelligent risk 
management and innovation 


® benchmarking Canada’s Public Service against those of our 
global competitors 


> ways to make the federal Public Service more attractive as a 
career 


& the importance of having a Public Service workforce that 
draws on a diversity of origins, cultures, ideas, experiences 
and perspectives from all regions of Canada 


» the need for the federal Public Service to be connected to the 
values, realities and priorities of all Canadians and its 
institutions. 
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These areas of inquiry will set our future agenda. In this report, 
we offer our advice to support the Prime Minister and the Clerk of 
the Privy Council on the renewal and future development of the 
Public Service of Canada. The Committee looks forward to 
continuing its work. 


TS 


APPENDIX 1: MEMBERS OF THE PRIME MINISTER’S 
ADVISORY COMMITTEE ON THE PUBLIC 
SERVICE 


The Right Honourable Donald F. Mazankowski, P.C., O.C., : 
A.O: Ee LISD; 


The Honourable Paul M. Tellier, P.C., C.C., Q.C. 


Dr. Robert Lacroix, C.M., O.Q., FRSC, Professor Emeritus, 
University of Montreal 


The Honourable Aldéa Landry, C.M., P.C., Q.C., President, 
Landal Inc. 


Dominic D’Alessandro, O.C., President and CEO, 
Manulife Financial 


Barbara Stymiest, F.C.A., Chief Operating Officer, 
RBC Financial Group 


L. R. Wilson, O.C., Chairman of the Board, CAE Inc., 
Chancellor, McMaster University 


Sheila Weatherill, C.M., President and CEO, Capital Health, 
Edmonton 


Dr. Indira V. Samarasekera, O.C., President and 
Vice-Chancellor, University of Alberta 
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Clerk of the Privy Council and 


Greffier du Conseil privé et 
Secretary to the Cabinet : 


Secrétaire du Cabinet 


Ottawa, Canada 
K1A 0A3 
March 22, 2010 


Dear Prime Minister: 


| am pleased to submit to you my first report on the 
Public Service of Canada, in accordance with the provisions of 
section 127 of the Public Service Employment Act. 


This is the 17th report from the Head of the Public Service. 
The report describes major themes and accomplishments in the renewal 
of the Public Service over the past 12 months, and identifies areas for 
future focus. In presenting it to you, | am conscious of the challenging 
environment in which the Public Service finds itself today. 


In developing ideas and plans for Public Service Renewal, 
| have benefited greatly from the work of your Advisory Committee on the 
Public Service, co-chaired by the Honourable Paul M. Tellier and the 
Honourable David Emerson. The Deputy Minister Committee on 
Public Service Renewal, chaired by the National Security Advisor to the 
Prime Minister and Associate Secretary to Cabinet, has also provided 
valuable advice. 


Your ongoing support for renewal is key to ensuring that the 
Public Service continues to serve Canadians well, especially during this 
period of fiscal restraint. 


Yours sincerely, 


Sees 


Wayne G. Wouters 
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L Introduction 


This report is my first as Clerk of the Privy Council, Secretary to 
the Cabinet and Head of the Public Service. | am honoured to 
have the opportunity to serve as the head of this vital national 
institution. 


When | arrived in Ottawa from the Government of Saskatchewan 
in 1982, | joined one of the finest public services in the world. 
Although | have spent by far the bulk of my career in our nation’s 
capital, | have not forgotten my roots in the Prairies. The values 

| acquired there have served me well ever since. 


Values matter. It’s not just what you do that counts, it’s how you 
do it and why. This is a theme that underpins the whole process of 
public service renewal. We need to be sure that in serving 
Canadians today and tomorrow, our institution will continue to be 
guided by the values of public service. 


Values endure, but our world is changing. Wherever you work in 
the Government of Canada today, you can feel the forces 
compelling change in the Public Service: the recent financial and 
economic crisis, and the Government’s response; the 
demographic transition occasioned by retirements and the arrival 
of a new generation of public servants; the growing diversity of our 
workforce, reflecting an increasingly diverse Canadian population; 
and, the revolution in technology that has made the Internet a 
primary working tool and the BlackBerry a near-universal way to 
connect with others. The cumulative impact to date has been 
profound, and these forces will continue to have an effect on the 
Public Service for many years to come. 


Public Service Renewal is an ongoing, overarching strategy aimed 
at equipping public servants to better serve the Government, 
using new tools and approaches but fulfilling the same mission of 
excellence in service to Canadians. 


This Report 
In this report, | outline: 
e How! see Public Service Renewal in the current environment. 


e What was accomplished in 2009-10, including some notable 
practices. There is a lot to be learned from this brief catalogue 
of achievements. 


e My priorities and expectations for the coming year in terms of 
the four pillars of Public Service Renewal — integrated 
planning, recruitment, employee development and enabling 
infrastructure (which | am now going to call “renewing the 
workplace”) — as well as overall engagement. 


| close with some conclusions about the way ahead. 


Current Environment 


These are extraordinary times that call for extraordinary efforts 
from every public servant. To mention a few highlights: 


The economy. We are beginning to see signs of recovery from 
Canada’s worst economic downturn since the Second World War. 
Despite the fact that our economy is very open and highly 
exposed to the United States, the decline was less severe in 
Canada than in other major industrialized countries. Canada 
entered the downturn in the strongest fiscal position of any 

G7 country and fared comparatively well during the crisis. This 
was due in no small part to good public policy. Our financial 
system has performed remarkably well during the crisis, owing 
largely to one of the most effective regulatory frameworks in the 
world. 


Budget 2009 and Canada’s Economic Action Plan (see Annex C) 
put in place unprecedented measures to stimulate the economy 
and protect the jobs of Canadians. Thousands of men and women 
in more than a dozen federal departments and agencies, working 
closely with their counterparts in all provinces and territories and 
in dozens of municipalities across Canada, made a tremendous 
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effort to design and deliver the stimulus measures. These public 
servants, at all levels of government, showed the benefits of 
working together to tackle common problems. 


Fiscal restraint. Budget 2010 continues the economic stimulus 
measures begun in 2009 and also lays out a plan to reduce the 
budgetary deficit. This approach will require careful management 
and tough choices over the medium term. We in the Public 
Service are part of the equation as the Government seeks to put 
Canada on a sound financial and economic footing. 


Canada’s international engagement. We are a trading nation, 
with significant interests around the world. This year, we will host 
both the G8 and the G20 summits in June. We are also committed 
to making targeted efforts to address security challenges and 
human suffering. The Public Service will continue to support the 
Government in its international commitments, including those in 
Afghanistan and Haiti. Our experience in this area has shown 
what the Public Service can achieve by collaborating across 
organizational lines to deliver exceptional results under difficult 
circumstances. 


In this complex environment, federal public servants continue to 
work on policy issues that matter to Canadians, ranging from the 
economy and unemployment to climate change. They also 
continue to deliver the reliable, essential programs and services 
on which Canadians depend. Questions are answered, payments 
are issued and decisions are made fairly and transparently. 


Canadians have high expectations of their Public Service, and so 
they should. The success of the country hinges on a strong and 
capable public service. This is why Public Service Renewal will 
remain my top management priority. 


Public Service Renewal in Evolution 


Over the past year, the process of renewal has continued. We can 
see many areas where real progress has been made: 


e in deputies and other senior officials putting human resources 
management higher on their agendas, and fully integrating 
human resources into departmental business plans; 


e in tackling the web of rules by cutting red tape and reducing 
unnecessary reporting requirements, both within and outside 
government; 


e in building essential internal workplace infrastructure with 
major initiatives such as the Transformation of Pay 
Administration, which aims to modernize the public service pay 
system and ultimately to transform the pay advisory function; 
and 


e in engaging Regional Federal Councils and employees 
through their communities of practice in defining and pursuing 
what they want to achieve through renewal. 


Much has been accomplished but our agenda must continue to 
evolve if it is to stay relevant. 


Over the past nine months, in meetings with public servants 
across the country, | have talked about leadership; excellence in 
policy, programs, service delivery and administration; innovation in 


the workplace; and The Public Service of Canada is 


employee engagement at recognized internationally for its 
all levels. commitment to management 
excellence. The Management 
One theme that has Accountability Framework (MAF), 
emerged is that the a rigorous system for gauging 
workplace matters. In the management performance, has 


first several years of the been key to driving steady 
renewal process, our focus | improvements. The MAF is one of 


has been on the workforce EAA ts HN ered eh Ro 
— that is, on people and on , ex UV. 


people management. While continuing our emphasis on people, 
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| see a need to pay greater attention to how we work, where we 
work, the tools with which we work and what work we should 
be doing. 


The workplaces of 2010 have access to technologies that were 
barely conceivable when | started in the federal public service in 
1982. Today’s government workplace should take full advantage 
of the Web 2.0 collaborative tools that have revolutionized the 
larger world. Other governments and other sectors are taking 
advantage of such technologies. We should not be left behind. 


Today’s workplaces should also encourage and facilitate 
innovation and opportunities for incremental as well as larger- 
scale improvements in our effectiveness and efficiency. Our 
essential mission of public service Is still hampered by too much 
time and money devoted to internal administration. In speaking 
with public servants, it is clear to me that there is a desire to do 
things differently, to do things better. We need to find ways to 
harness and support this enthusiasm — to ultimately improve our 
ability to deliver results for Canadians. 


In future, the footprint of the Public Service, its geographic 
dispersion and ways of operating, will continue to fluctuate in 
response to Government priorities and the tasks we are called on 
to perform. That is why a key aspect of renewal is making sure 
that the Public Service retains the capacity to fulfill its 
responsibilities, no matter how circumstances change. 


ll. What Was Accomplished in 2009-10 


Learning from Experience 
1) We learned a great deal in managing challenging files. 


From our experience in the implementation of the Economic 
Action Plan, we have seen how it is possible to simplify decision 
making and speed the flow of information to ministers and 
Canadians without undermining either due process or the quality 
of decisions. In the process, we have become much better at what 
we term responsive and responsible risk management. 


Preparing for and responding to the H1N1 pandemic in the 
summer and fall of 2009 required sustained and coordinated 
effort. Notwithstanding high expectations and intense public 
scrutiny, Canada’s response was a success. Canada was well 
prepared and vaccination rates for the population were among the 
highest in the world. The outcome is a tribute to planning, 
collaboration and implementation characterized by constant 
adjustment in our response. Our experience reminded us of the 
value — indeed, the necessity — of speedy and effective 
collaboration across departmental lines, with provincial and 
territorial governments and with international partners. 


Our response to the crisis in Haiti demonstrated our ability to 
apply the lessons learned from Afghanistan, of “3D” cooperation 
among our diplomatic, development and defence capacities. We 
had Canadian aid on the ground in Port-au-Prince in less than 
24 hours. 


Hosting the 2010 Olympic and Paralympic Winter Games was 
another complex intergovernmental undertaking. Our athletes 
were exceptional, as were the collaborative, multi-year efforts of 
many thousands in our public service community who worked to 
make the Games a global success. 


Human Resources Management 


2) We are better organized to manage human resources. 


In 2009, we saw the central 
human resources function of the | Fast-Track Staffing Tools: 
former Canada Public Service Departments are 
increasingly using “single 
window” desktop 
applications to facilitate low- 
risk staffing activities. This 


Agency consolidated within the 
Treasury Board Secretariat 
under the leadership of a new 


Chief Human Resources Officer. makes routine, high-volume 


staffing activities faster and 
This step may seem far from the | easier for managers. It also 


concerns of the average public allows human resources 
servant. Nevertheless, it was advisors to play a more 
crucial to simplifying governance | Strategic role. 

and empowering departments 
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and agencies to do a better job of managing their employees. In 
government as in life, the simpler and clearer you make things, 
the better. 


Deputies and agency heads have taken up their new 
responsibilities for human resources management, and central 
agency roles are now more focused and streamlined. 


The challenge ahead is for managers at all levels to make the 
most of their new responsibilities and authorities. To do this, they 
need high-quality, timely services from human resources units in 
their organizations and the right kind of support from central 
agencies. 


The new Chief Human Resources Officer, Daphne Meredith, has 
taken up her duties with enthusiasm and has been setting out her 
agenda. Her focus is on leadership and practical progress on 
important priorities in people management, rather than on 
rule-making or central service delivery. 


Innovation 


3) We innovated on the front line and in back offices to support 
dramatic improvements in service delivery to Canadians. 


In helping the Government respond to the economic crisis, public 
servants moved quickly to create the two regional economic 
development agencies announced in Budget 2009 — the Federal 
Economic Development Agency for Southern Ontario (FedDev 
Ontario) and the Canadian Northern Economic Development 
Agency (CanNor). 


Service Canada transformed business processes to offer better 
service to Canadians. It launched an imaging pilot project to shift 
from a management model based on physical paper to one based 
on electronic information. This is creating opportunities for 
significant savings and efficiencies that enable the organization to 
better serve Employment Insurance recipients and speed up 
processing times. Employees now spend more time processing 
applications, and paper consumption and potential errors have 
been reduced. 


To meet an unprecedented surge in demand, Service Canada’s 
Ontario Region consolidated its work-sharing activities into a 
one-stop centre in Mississauga. This centre of specialization was 
able to ramp up significantly to deliver over 3,000 work-sharing 
agreements in nine months, involving over $500 million in 
Employment Insurance payments to participating Canadians. This 
innovation resulted in the retention of over 100,000 employees in 
the workforce during a very difficult period in the Ontario economy. 
Service Canada centres across the country are now benefiting 
from this experience. 


In Prince Edward Island, one of the most environmentally friendly 
buildings ever constructed by Public Works and Government 
Services Canada continues to boast energy and water 
efficiencies beyond the reach of conventional buildings. The 

Jean Canfield Building showcases the use of recycled products, 
open floor spaces, and natural lighting and ventilation. Built to 
standards established by the Canada Green Building Council, the 
building is aiming for gold certification under the Council's 
Leadership in Energy and Environmental Design (LEED) program. 


At Natural Resources Canada, employees are embracing a 
culture of collaboration and information sharing through a suite of 
Web 2.0 tools that facilitate content creation, dialogue, decision 
making and knowledge transfer. With a growing community of 
bloggers, a wiki housing 8,000 articles, the NRTube video-sharing 
site with 174 videos watched over 21,000 times, and a powerful 
search engine, the department has laid the foundation for the 
development of an Integrated Natural Resources Knowledge 
Base. 


Reaching out and connecting to Canadians in new ways, 
Veterans Affairs launched Facebook pages entitled “Canada 
Remembers’ and “Le Canada se souvient.” Veterans’ Week 
exploded on the social networking site, with 180,000 fans. The 
Veterans’ Week vignette featured on television and YouTube was 
viewed almost 8 million times, bringing remembrance to a new 
generation of Canadians. Since going live in October 2009, the 


Facebook pages have been populated with thoughts on 
remembrance, photos of loved ones who have served and tribute 
videos. 


One of my priorities for workplace renewal is taking advantage of 
collaborative technologies, such as GCPEDIA, the Government of 
Canada wiki. As of March 1, 2010, there were 12,677 public 
servants registered on the site and 5,916 content pages. Through 
my own page on GCPEDIA, | am tapping into the knowledge and 
expertise of fellow public servants who are authoring a discussion 
document on workplace renewal. This will inform my thinking and 
that of many other colleagues across government. 


These are only a few examples of service and workplace 
innovations — in some cases launched by individual employees — 
that are making a real difference to the Public Service and 
Canadians. 


Measurable Progress in Renewal 
4) We made real progress against commitments. 


The 2009-10 Public Service Renewal Action Plan provided public 
service-wide targets for specific aspects of renewal. A few 
highlights are provided below. Annex B contains the full results. 


e Inthe area of recruitment, departments and agencies are 
taking a more strategic and coordinated approach, building on 
their integrated business and human resources plans. They 
are also taking advantage of the redesigned jobs portal. 


e Employee development and training programs have been 
established in almost every department and agency, and 
learning plans are becoming a regular and meaningful feature 
of the workplace. 


e More rigorous performance management is now embedded 
at senior levels in departments and agencies. Talent 
management is in place for all executives, and we are moving 
toward implementation for some non-executive levels. 


e We have earned An ongoing priority for renewal is 


dividends on our to ensure that the Public Service 
investment in leadership reflects the diversity of the 
development, through Canadian population. We strive to 
initiatives such as the build diversity at all levels to better 
Advanced Leadership serve the Government and 
Program. We see a new Canadians. We are making 


progress: representation of the 
four employment equity groups in 
the Public Service has been 
increasing (see Annex A for more 


generation of leaders 
emerging to take on 
senior positions across 


the Public Service. details). Moreover, Statistics 
Canada was recognized in 2009 
Last year, Monique Collette, as one of Canada’s Best Diversity 


President of the Atlantic Employers. 

Canada Opportunities 

Agency, looked at the experience of departments and agencies in 
the areas of diversity, internal communications and official 
languages. In her June 2009 report, she noted dozens of ways in 
which managers and employees across the country are improving 
their organizations. Concrete steps range from appointing 
champions to supporting networks and experimenting with web- 
conferencing. 


Executives and managers are responsible for creating an inclusive 
and welcoming workplace, and managing and retaining a diverse 
group of employees to produce the best results possible. In 
addition, | agree with Monique Collette that employees also have 
a responsibility to create their own opportunities. It is essential that 
employees each have the chance to make their optimal 
contribution, regardless of their role, position or level in the 
organization. We need the contribution of every public servant. 


Ml. Priorities for 2010-11 


Public Service Renewal has been framed in terms of four pillars: 
integrated planning; recruitment; employee development; and 
what we called enabling infrastructure, that is, the systems and 
processes that support the larger process of renewal. We have 
also paid particular attention to employee engagement, that is, the 
human dimension that enables renewal. 
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| believe the four pillars remain relevant to our task. However, as 
we move forward, we need to focus on the workplace. This is 
where renewal happens, at all levels in departments and agencies 
across Canada. 


lf we are to address issues in the workplace, we will have to shift 
the focus of Public Service Renewal from the most senior levels 
down into the organization, paying special attention to managers. 
They are both the carriers and creators of corporate culture. They 
are the ones who will translate the principles and goals of renewal 
into the realities of daily work. 


1) Integrated Planning 


Integrated planning remains the foundation for renewal. We will 
continue to improve planning at all levels of the Public Service. 
Planning should be seen as a core business practice for all public 
servants, one that is necessary to align goals, resources and 
results. 


Done well, integrated planning allows us to clearly identify gaps in 
the resources required to deliver on priorities, and then to close 
the gaps by redesigning the work, developing employee capacity 
or devoting more staff to the effort. We can improve our ability to 
provide advice to ministers and service to Canadians, while 
simultaneously reducing costs. 


We need to further embed planning in departmental operations 
and create a culture of planning. Plans need to be truly meaningful 
and to guide decisions on people and resources. We can do better 
in this area, and we will have to as we manage in the current 
period of fiscal restraint. 


| believe strongly in the value of planning based on the best 
available data. However, | want to stress that planning alone is of 
little value if not accompanied by the skills, capacity and discipline 
to follow through and implement those plans. 
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2) Recruitment 


My message here is simple — we will continue to recruit. While we 
will have to look carefully over the medium term at departmental 
operations and functions and the level of recruitment, we will 
continue to need new talent to fill both general and specialized: 
needs. 


Recruitment must be grounded in integrated planning. The goal is 
to match recruits strategically to identified business needs. Future 
recruitment efforts will be aimed at both post-secondary and 
mid-career candidates. Recruitment will continue to be a key tool 
in increasing public service diversity and representativeness. 


Recruits come to the Public Service at different stages in their 
careers. Some make a contribution over the short term and others 
stay here for their entire careers. All have the unique opportunity 
of serving Canadians and making a contribution to the country. 


3) Employee Development 


Employee development is the responsibility of both the individual 
and the institution, but it serves a single purpose: to improve 
effectiveness and productivity in current and future jobs. This 
requires going beyond coursework and classroom learning. The 
task Is to consciously create learning environments where 
knowledge management is done well and where employees have 
ready access to the information they need to do their jobs. 


There has been good progress on employee learning plans. Now 
we need to continue supporting employee development while 
demonstrating clear linkages between individual and 
organizational needs. We also need to improve our ability to 
prepare public servants to work in new ways and adapt to new 
challenges. 
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4) Renewing the Workplace (formerly Enabling 
Infrastructure) 


As noted earlier, the workplace is about how we work, where we 
work, the tools with which we work and, perhaps most importantly, 
what work we should be doing. The workplace is the critical link 
between the public service workforce and our ability to deliver 
results for Canadians. We must be deliberate about creating 
workplaces that help us achieve our best. We need the strongest 
efforts and the boldest ideas. We simply cannot afford 
inefficiencies and lost opportunities. 


To renew the workplace, we must put greater emphasis on 
collaboration, technology, innovation, back office systems and 
knowledge management. We must also improve our ability to 
make choices and set priorities as we carry out our work. 


Responding to the challenges facing Canada today requires that 
departments and, frequently, other governments and sectors work 
together. Within and across our organizations we need to increase 
collaboration to improve the quality, soeed and efficiency of our 
work and our service to Canadians. Improving our programs, 
policy and advice also requires that we do a better job of listening 
to Canadians and incorporating their views, without presuming on 
the responsibilities of parliamentarians and ministers. Ultimately, 
successful collaboration needs to take place at all levels, not just 
the most senior. 


Adopting Web 2.0 technologies such as wikis can help us to 
improve the productivity of our workplaces and better harness the 
skills and knowledge of public servants across the country. 
Moreover, the reality is that newer public servants expect an 
enabling workplace. They will not stay long if we fail to provide 
one. Canadians also expect the Public Service to take advantage 
of new technologies to help meet their needs in new and 

better ways. 


Increased innovation will help us become more effective and 


efficient. We need new ideas, experimentation and better 
implementation. However, | recognize that it is difficult to innovate 
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when hampered by unnecessary rules. That is why unravelling the 
web of rules at both the public service and departmental levels 
must continue. 


Earlier, | outlined a number of significant public service 
innovations. While these are notable, more are needed and | look 
forward to seeing them. However, most opportunities for 
innovation are local and within reach. Examples include reducing 
the number of signatures required on a briefing note or the levels 
of approval required to complete simple tasks. 


There is an ongoing need to improve our back office, including our 
financial and human resources systems as well as related 
business processes. Many of our systems are decades old and in 
serious need of modernization to support our operations. 


We must be more systematic about how we manage our 
knowledge and information. These are important government 
assets that should be captured and shared among individuals and 
across organizations. 


Finally, renewing the workplace includes making conscious 
choices about how to best use the resources entrusted to us. At 
the departmental and public service-wide levels, this is about 
advising the Government on which activities have the most 
impact, to support strategic funding decisions. Within 

departments, it is about clarifying which activities are central to our 
mandates and focusing on those which add the most value. 


| encourage deputies, assistant deputy ministers, executives and 
managers to break down the barriers to effective collaboration, 
support innovation and the use of technology, and better manage 
information and knowledge. Enabling people and being more open 
to new ideas and approaches will be necessary if we are to truly 
unleash excellence. 


5) Engagement 


| want to be clear that while | will continue to drive renewal as a 
management priority, | expect deputies to drive renewal in their 
organizations. Not only that, | expect all public servants to play a 
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role and | expect their managers to support them. Employees 
need to share their ideas. Managers in turn need to listen and be 
Open-minded about the value of new ideas and the opportunities 
to implement them. 


There is often reluctance to do things differently or even to 
suggest new ways of doing things. | believe that the best way to 
overcome such risk aversion is to build trust, and that dialogue is 
the best way to do it. We need more meaningful dialogue between 
managers and employees on values, expectations and our 
respective roles in building the Public Service of the future. | look 
forward to a renewed dialogue on the forthcoming code of conduct 
for the public sector. For my part, | will continue to listen to public 
servants in discrete groups and more broadly through a presence 
on GCPEDIA. 


IV. Prime Minister’s Advisory Committee 


In its fourth annual report, the Prime Minister’s Advisory 
Committee on the Public Service has again done an exceptional 
job of identifying major renewal issues on which we need to 
concentrate our efforts. 


In previous years, the Committee’s advice spurred action in areas 
ranging from the web of rules to human resources governance 
and pay modernization. This year, the recommendations focus on 
supporting strong leadership, staying relevant and connected, and 
doing business differently. These are themes that resonate with 
public servants at all levels. 


My deputy colleagues and | take the Committee’s advice very 
seriously, and | plan to spend a good deal of time with the 
members over the coming months. Their work underscores the 
value of constructive engagement with academia, the private 
sector, non-governmental organizations and the public. 
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VY. Conclusion 


The Public Service of Canada has a proud history of dedicated 
and professional service. Today we need to renew our 
commitment to service and professionalism as we help the 
Government address the challenges facing our country. 


Public servants today have different skills, different expectations 
and, in some respects, different attitudes toward their employers 
and their careers. Yet, there is consistency in our understanding 
and adherence to the values of the Public Service. What 
motivates us is the same mission of service to Canada and 
Canadians that motivated previous generations of public servants. 
Our foundation remains strong. 


For us to fulfill our mission we have to re-imagine our work and 
our workplace. Together, we have to recommit ourselves to a 
public service that preserves our values, while adapting the way 
we work to the realities of today and tomorrow. 


The way ahead will involve empowering public servants at all 
levels to find new, more cost-effective ways to deliver better 
services to Canadians and provide higher-quality advice to the 
Government. All public servants have a role to play in this effort. 
Our future — our vocation as public servants — is in our hands. 


Annex A: Demographic Snapshot of the Federal 
Public Service, 2009 


Introduction 


This annex presents key demographics for the federal public 
service (PS).' Information on the current workforce is compared 
primarily to that from 1983,” the first year for which we have 
reliable data. Part | offers a glimpse of the whole federal public 
service, while Part Il focuses on the executive cadre. 


Ceearerhie Profile of the Public Service of Canada 
March 31, 2009 


274,000 employees (251,000 in 1983) 
55.1% women (42% in 1983) 


42.6% of executives are women (less than 5% in 1983) 


59.7% of employees in the regions and 40.3% in the 
National Capital Region 


86.1% indeterminate employees; 9.2% term employees; 
4.7% casuals and students 


70.9% declare English their first official language; 
29.1% declare French 


Average age: 43.9 years (39 in 1983) 
Average age of executives: 50.3 years (48.7 in 1983) 


Public Service represents 0.82% of the Canadian population 
(1% in 1983) 


"The “Public Service” refers to the core public administration (departments and 
agencies for which the Treasury Board is the employer) and separate employers 
(principally the Canada Revenue Agency, Parks Canada, the Canadian Food 
Inspection Agency and the National Research Council Canada). 


* Other comparison years are used at points, either because of data limitations or 
to avoid excessive detail in the graphics. 
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Part | —- Demographic Profile of the Public Service 
1. Context — Relative Size and Spending 


From 1983 to 2009, the Canadian population grew by 31% (from 
25.6 to 33.5 million), while the number of federal public servants 
increased by 9.2% (from 251,000 to 274,000). This means that the 
Public Service represents a lower proportion of the Canadian 
population today (0.82%) than it did in 1983 (1.0%). 


Figure 1 shows that real Gross Domestic Product (GDP) doubled 
during the same period, and real federal program spending in 
constant dollars increased by 38.4%. In 1983, federal program 
spending as a proportion of GDP was 0.2%. In 2009, the 
proportion decreased to 0.14%. 


Figure 1: Trends in the Economy, Population, Federal Program Spending and the Size of the 
Federal Public Service, 1983-84 to 2008-09 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 
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2. Public Service Diversity 
a) Gender 


In 1983, men made up the majority of public service employees 
(58.2%), but this gender representation reversed over the past 
decade. In 2009, 55.1% of public servants were women. 


Figure 2: Proportion of Men and Women in the Public Service — Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


All tenures. Figures do not include employees on Leave Without Pay. 


While the representation of women in 2009 was 10.2 percentage 
points above the representation of men, it was 2.3 percentage 
points above the workforce availability of women (see Figure 3). 
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b) Employment Equity Groups 


In general, the representation levels of the four designated 
employment equity (EE) groups within the Public Service have 
risen modestly in recent years (with a slight decline for persons 
with disabilities for the most recent year). Employment levels in 
2009 for women, Aboriginal peoples and persons with disabilities 
exceeded their workforce availability (WFA). However, the 
representation of visible minorities was 1.9 percentage points 
below their availability. 


Figure 3: Representation of Employment Equity Groups in the Federal Public Service, 
2006 to 2009, with Estimated Workforce Availability Based on the 2006 Census 
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Employment Equity Group 
Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 
Population: Indeterminate population and term population of three months or more in the core public 
administration and employees of separate employers. Some small separate employers were not included 
because of missing information. 


* Workforce availability estimates for the federal public service are based on the 2006 Census. 


The source of the representation data is the Employment Equity Database, which is populated with 
self-identification information provided by employees. 


The figures are preliminary. Final data for the core public administration will be published only in the next Report 


to Parliament on Employment Equity in the Public Service of Canada, as required under subsection 21(1) of the 
Employment Equity Act. 
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Progress in improving the representativeness of the Public 
Service is evident in 2008-09 hiring for indeterminate and term 
positions (over three months). Of the new hires, women 
accounted for 57.1%, Aboriginal peoples for 4.2% and visible 
minorities for 18.8%. Hiring of persons with disabilities (3.3% of 
total new hires in 2008-09) is currently below workforce 
availability. 


Figure 4: Percentage of Appointments to Indeterminate Positions and Terms of Three Months 
and over in the Public Service, by Employment Equity Group and Fiscal Year, 
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Source: Public Service Commission (PSC), 2008-2009 Annual Report, Table 9, p. 53. 


Population: Indeterminate population and term population of three months or more in the Public Service. In the 
PSC context, the “Public Service” is approximately equivalent to the core public administration. 


For appointments to the Public Service, the percentages for three employment equity groups are based on 
applicants who applied and self-declared through the Public Service Resourcing System in the preceding two 
years, and where a match was found in the PSC’s appointment file as of March 31, 2009. 


The figures for women appointed to the Public Service are extracted from the PSC hiring and staffing activity files, 
which are based on Public Works and Government Services Canada’s pay file. 


These figures exclude specified term appointments of less than three months and appointments to separate 
employers. 


The 2006 workforce availability for the Public Service was provided by the Office of the Chief Human Resources 
Officer, Treasury Board Secretariat. 
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c) Language 


English is identified as the first official language (OL) of 70.9% of 
public servants, while 29.1% identify French as their first official 
language. Figure 5 shows that this proportion has remained 
relatively stable since 1983, when the figures were 72.7% and - 
27.3%, respectively. 
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| 72.7% 71.8% 


Figure 5: Official Languages Profile of the Public Service — Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


3. Age Profile of the Public Service 


Figure 6 compares the public service age distribution of 2004 to 
that of 2009. It shows a general shift toward the higher age bands. 
The share of employees aged 35-54 dropped by 5.9 percentage 
points to 59.1%, while that of employees aged 55 and older 
increased by 3.1 percentage points to 16.5%. The share of public 
servants aged 34 and under increased by 2.8 percentage points to 
24.4%, owing to recent recruitment efforts. 


The average age of public servants has recently begun to 
decrease, from 44.3 years in 2007 to 43.9 in 2009. 


Figure 6: Federal Public Service Population by Age Bands for 2004 and 2009 
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Figure 7 is an updated version of a chart first presented in the 
Fifteenth Annual Report. In 1983, public servants of the baby 
boom generation (bars marked by forward slashes) were mostly 
under 35 years of age. By 2009, this generation occupied the 
45-54 and 55-64 age ranges. Increases in the lower age bands 
show the next generation of public servants entering the 
workplace in growing numbers. 


Figure 7: Distribution of Public Service Employees by Age — Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


Each vertical bar represents two years of age. Age bands are distinguished by different colours. 
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4. Retirements 


Compared to the previous year, the public service retirement rate 
declined slightly in 2008-09 (by 0.1%), after steadily increasing by 
0.9% between 2004-05 and 2007-08. Projections for the next 
several years call for a slight increase followed by a level 
retirement rate, assuming a stable employee population. 


Rate 
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Figure 8: Historic and Projected Retirement Rates for 
Federal Public Servants, 2004-05 to 2013-14 
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Population: Indeterminate federal public servants, including employees who retire while on Leave Without Pay. 


Projected retirement rates assume a stable population. If the overall population increases or decreases in the 


future, the rate will be affected. 
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5. Public Service Years of Experience 


Reflecting recent recruitment efforts, the percentage of employees 
with 0-4 years of experience has increased by 3 percentage points 
over the past year, from 19% in 2008 to 22% in 2009. In contrast, 
there have been reductions in the proportion of employees with 
15-24 years of experience (by 2 percentage points) and over 

25 years of experience (by 1 percentage point), and these trends 
are set to continue. This reflects the general aging of the Public 
Service and the retirement of those with more years of service. 


Figure 9: Years of Experience Bands for Indeterminate Federal Public Servants 
from 1983 to 2014 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


The forecast distribution is based on the indeterminate stable population as of March 31, 2009 (i.e., the 
current cohort). This population also includes employees on Leave Without Pay. 
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6. A Knowledge-Intensive Workforce 


As noted in the Fifteenth Annual Report, the public service 
workforce has been transformed since 1983. We are undertaking 
more knowledge-intensive work to meet increasingly demanding 
challenges, with the support of innovative technology. Figure 10 
shows significant increases in the percentages of employees in 
the five most knowledge-intensive occupations, such as computer 
and systems specialists and economists. In 1983, these workers 
made up only 15% of the workforce, but, in 2009, they 
represented 39.2%. 
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Figure 10: Share of Key Occupations in the Core Public Administration 
Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


Data based on core public administration only. This includes all tenures and excludes employees on Leave 
Without Pay. 


To provide a true picture of growth and share of occupations historically, this analysis excludes the Canada 
Revenue Agency (CRA) and the Canada Border Services Agency (CBSA). The CRA was a part of the core 
public administration until 1999, after which it became a separate employer. The CBSA was created in 2003 as 
part of the core public administration; a majority of its employees were moved from the CRA. 


The occupational groups are: Administrative Services (AS); Programme Administration (PM); Computer 
Systems (CS); Economics, Sociology & Statistics (ES); and Executive (EX). 


Please note that the data for 2009 presented in this figure does not reflect the conversion of the Economics, 


Sociology & Statistics (ES) occupational group to the Economics & Social Science Services (EC) occupational 
group, since the official conversion took place on June 22, 2009. 
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Part Il— Demographic Profile of Executives 


In addition to providing data for the executive cadre, Part II of this 
Annex now provides additional demographic information on public 
servants at the two levels immediately below. 


These employees, normally managers and supervisors, are an 
important population pool in terms of succession planning for 
leadership roles in the executive cadre. 


1. Population Size of the Executive Group 


As of March 31, 2009, there were 6,496 executives in the Public 
Service, an increase of 314 from the previous year. This 
represents 2.4% of the total workforce. 


In the two levels below the executive cadre (in the core public 
administration), there were 10,789 public servants at the 

EX minus 1 level and 17,361 at EX minus 2, representing 3.93% 
and 6.33% of the workforce, respectively. 
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2. Executive Diversity 
a) Employment Equity Groups 


Figure 11 shows representation levels for the four employment 
equity groups, comparing 2000 to 2009. 


Figure 11: Representation of Equity Groups among Executives in 2000 and 2009, with 
Estimated Workforce Availability Based on the 2006 Census 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


Data for the core public administration (departments and agencies for which the Treasury Board is the 
employer), including indeterminates and terms of three months or more. 


The representation of women in the executive ranks increased 
steadily to 43% of executives in 2009. This is a rise of nearly 

15 percentage points since 2000, and a full percentage point 
higher than in 2008. However, the figure was below the workforce 
availability of 44.9%. 


The representation of women was below workforce availability at 
the EX minus 1 level by 2.3 percentage points, but it exceeded 
workforce availability at the EX minus 2 level by 0.7 percentage 
points. 


Representation of the other three employment equity groups also 
increased at the executive level from 2000 to 2009. It rose from 
1.9% to 3.6% for Aboriginal persons, from 2.9% to 6.2% for 


29 


persons with disabilities and from 3.1% to 6.9% for visible minority 
employees. 


In the two levels below executive, representation exceeded 
workforce availability for Aboriginal persons and persons with 
disabilities. In the case of visible minorities, however, it fell below 
availability by 2.9 percentage points at the EX minus 1 level and 
1.6 points at the EX minus 2 level. 


b) Language of Executives 


Figure 12 shows that French has been identified as first official 
language by an increasing segment of the executive cadre since 
1983. In that year, it was named as first official language by 20.4% 
of executives. The figure rose to 30% in 2009 (a slight increase 
over the previous year). 


This trend also exists for public servants at the EX minus 1 and 
EX minus 2 levels from 1983 to 2009. 


Figure 12: Proportion of Public Service Executives 
by First Official Language — Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 


Includes all public service executives in all tenures (indeterminate, term and casual). Does not include 
executives on Leave Without Pay. 


The federal public service is the population for executives; the core public administration is the population for 
EX minus 1 and minus 2 employees. 
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3. Age of Executives 


Figure 13 compares the age distribution of executives in 2004 and 
2009. The share of executives under 50 years of age increased 
from 41.1% in 2004 to 45.3% in 2009; the share of those over 50 
decreased from 58.8% to 54.8%. 


The average age of executives decreased slightly over this period, 
from 50.6 years in 2004 to 50.3 years in 2009. The decrease is 
reflected at both the EX minus 1 level (from 48.8 to 48.5 years) 
and the EX minus 2 level (from 45.7 to 45.5 years). 


Figure 13: Federal Public Service Executive Population Distribution by 
Age Bands for 2004 and 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 
Figures exclude those on Leave Without Pay. 


The federal public service is the population for executives; the core public administration is the 
population for EX minus 1 and minus 2 employees. 
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Figure 14 shows that, since 2003, there has been relatively little 
change in the average age of executives at both the EX-1 to EX-3 
levels and the EX-4 to EX-5 levels. 


Figure 14: Average Age of Public Service Executives and Assistant Deputy Ministers 
Selected Years, 1983 to 2009 
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Source: Office of the Chief Human Resources Officer, Treasury Board Secretariat. 
All tenures exclude those on Leave Without Pay. 


The federal public service is the population for executives; the core public administration is the population for 
EX minus 1 and minus 2 employees. 


The primary feeder group for the executive cadre is the 

EX minus 1 level. In 2009, the average age of public servants at 
that level was 1.8 years lower than the average age for executives 
(48.5 versus 50.3 years). At the EX minus 2 level, the average 
age of public servants was 3.0 years lower than the average at the 
EX minus 1 level (45.5 versus 48.5 years). 
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Annex B: Results from the 2009-10 Public Service Renewal 


Action Plan 


This annex summarizes 
progress against the 2009-10 
Public Service Renewal 
Action Plan commitments, as 
reported by 33 departments 
and agencies for the year 
ending March 31, 2010. 


Planning 


LEGEND 
cist 
Commitment Completed 


© Significant Progress Demonstrated 


Some Progress Demonstrated 


Integrated business and human resources planning is improving 
as a fundamental business practice within a developing planning 


culture. 


2009-10 PS Renewal 
Commitments 


In addition to putting a strong 
emphasis on linking human 
resources (HR) needs with the 
organization’s business needs, 
Deputy Heads will report on 
what they have done to give 
effect to the recommendations 
of the Expert Panel on 
Integrated Business and Human 
Resources Planning. 


The Chief Human Resources 
Officer (CHRO) and the Canada 
School of Public Service 
(CSPS) will facilitate peer 
review sessions of integrated 
plans as a learning event for 
Deputy and Associate 

Deputy Heads, with a view to 
building and sharing best 
practices. 


Progress and Results 


All Deputy Heads are taking steps 
to integrate the recommendations 
of the Expert Panel on Integrated 
Business and Human Resources 
Planning. 


There is strong evidence that 
integrated planning has moved well 
beyond a paper exercise and is 
being systematically adopted into 
the culture, systems and 


governance structures of each 
organization. 


The CSPS and the CHRO 
delivered a peer review session of 
integrated plans for Deputy and 
Associate Deputy Heads in 

March 2010. 
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Recruitment 


Capacity is being sustained through successful post-secondary 
recruitment, by setting annual targets and adopting a coordinated 


approach to on-campus recruitment. 


2009-10 PS Renewal 
Commitments 


Offers of indeterminate 
employment will be made 
across the Public Service to at 
least 4,000 post-secondary 
graduates, with overall levels of 
visible minority recruitment 


exceeding workforce availability. 


Building on the career fair pilots 
held in 2008-09, eight Regional 
Federal Councils, in partnership 
with central HR organizations 
and Deputy Minister University 
Champions, will deliver 
government-wide career fairs. 


The Public Service Commission 
(PSC), working in collaboration 
with the CHRO and Deputy 
Heads, will make its job seeker- 
friendly website fully operational 
for all interested Canadians to 
apply to any job open to 
external candidates. 
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Progress and Results 


Close to 4,000 offers will be made 
by March 31, 2010. As of 
February 2010, organizations 
reported hiring 2,536 
post-secondary graduates into 
indeterminate positions. 


Visible minority groups represent 
23% of these appointments. 


Regional Federal Councils, HR 
organizations and Deputy Minister 
University Champions delivered six 
government-wide career fairs in 

fall 2009 in Nova Scotia, 

New Brunswick, Quebec, Ontario, 
and Newfoundland and Labrador, 
and five in winter 2010 in 
Saskatchewan, Manitoba and 
Alberta. 


Enhancements have been made to 
the jobs.gc.ca website to be more 
job seeker-friendly. 


The site now incorporates a 
modern look and feel and improved 
job search tools. It also includes a 
Career Explorer with career-related 
information such as featured jobs 
and career and development 
programs. 


2009-10 PS Renewal 
Commitments 


Deputy Heads, in collaboration 
with the PSC, will take full 
advantage of additional funding 
under the 2009 Economic 
Action Plan to hire more 
students. 


Employee Development 


Progress and Results 


29 of 33 Deputy Heads indicated 
that they received additional 
funding for student hiring under the 
2009 Economic Action Plan and 
hired additional Federal Student 
Work Experience Program and 
co-op students as a result. 


Concrete steps have been taken toward retention and 
development, as necessary investments in our people. 


2009-10 PS Renewal 
Commitments 


Progress and Results 


Building on progress made in 2008-09, Deputy Heads will report on what they 


have done to: 


Extend to all executives a 
rigorous performance 
management regime that 
includes the use of indicators 
and tools (e.g., Management 
Accountability Framework and 
Public Service Employee 
Survey results); 


With the support of the CHRO, 
equip executives and managers 
with the tools and training 
needed to effectively manage 
the full spectrum of performance 
of employees at all levels; 


32 of 33 Deputy Heads indicated 
that a rigorous performance 
management regime is in place for 
executives, including indicators and 
tools. 


25 of 33 Deputy Heads indicated 
that they have developed 
supporting tools for managers and 
executives to help them manage 
the full spectrum of performance. 


The CHRO has also developed a 
performance management website 
that sets out key leadership 
competencies and behaviours and 
provides links to sample 
documents (performance 
agreements, evaluations, TBS 
guidelines, etc.). 
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2009-10 PS Renewal 
Commitments 


Ensure that commitments are in 
place for all executives by the 
end of June 2009, mid-year 
feedback on progress Is 
provided by the end of 
November 2009 and, 
collectively, commitments are 
coherent from a departmental 
perspective; and 


Ensure that all employees have 
clear performance objectives in 
place by end of June 2009 and 
regular discussions take place 
between managers and 
employees regarding 
performance, career 
development and related 
learning needs. 


A new Leadership Development 
Framework will be implemented 
by the CHRO and Deputy 
Heads to support leadership at 
all levels. 


Corporate development 
programs will be aligned with 
the Leadership Development 
Framework. 


Deputy Heads will use the 
Leadership Development 
Framework to guide their 
organizations’ leadership 
development approaches to 
ensure management 
excellence. 
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Progress and Results 


32 of 33 Deputy Heads indicated 
that commitments were in place for 
all executives, mid-year feedback 
was provided and commitments are 
coherent. 


24 of 33 Deputy Heads indicated 
that employees established 
performance objectives with their 
managers and regular discussions 
took place between managers and 
employees. 


The Leadership Development 
Framework is being communicated 
to departments to help guide their 
implementation of leadership 
development activities across their 
organizations. 


A new approach to corporate 
development programs has been 
developed. As a consequence, 
existing centrally managed 
leadership development programs 
are being phased out. 


28 of 33 Deputy Heads indicated 
that they are developing internal 
frameworks, programs and/or 
strategies with regard to talent 
management and/or leadership 
development. 


Six Deputy Heads indicated that 
these initiatives are being aligned 
with the Leadership Development 
Framework developed by 

the CHRO. 


2009-10 PS Renewal Commitments Progress and Results 


A set of best practices and 
practical approaches to improve 
diversity and foster recognition 
and use of both official 
languages will be provided by 
Deputy Heads to their managers 
for departmental use. 


The final report and compendium 
of practical approaches of the 
Workplace and Workforce Task 
Force have been broadly 
distributed, including posting on 
the CSPS website. 


“A 


Enabling Infrastructure 


Our systems, tools and infrastructure are being streamlined, with 
fewer, simpler rules and less reporting and with investments such 
aS progress on pay modernization. 


2009-10 PS Renewal 
Commitments 


Effective April 1, 2009, 
departmental reporting on the 
People Component of the 
Management Accountability 
Framework (MAF) will be 
replaced by a new set of 
performance and status 
indicators for tracking the state 
of the Public Service and people 
management within it. To 
ensure success, the CHRO will 
work with central partners to 
agree on data definitions and 
the management and alignment 
of data gathering and reporting 
cycles. 


Progress and Results 


Deputy Heads have defined a set 
of performance and status 
indicators (including an electronic 
scorecard), which were put into 
effect on April 1, 2009. 


The CHRO has developed a 
People Management Dashboard to 
provide public service-wide trend 
information for central tracking of 
people management (in addition to 
MAF scorecards). 


Work has begun on data definitions 
using the Common Human 
Resources Data Model. An 
agreement on common definitions 
relative to Staffing and Employee 
Integration and Learning and 
Development is also being 
developed with the PSC, the CSPS 
and the CHRO. 
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2009-10 PS Renewal 
Commitments 


In response to the shift in roles 
and responsibilities regarding 
people management, the CHRO 
will review the HR policy suite 
and reduce central HR policies 
by one-third. 


Deputy Heads will ensure that 
central policies will not be 
replaced by unnecessary 
departmental rules. 


Working with the advice of 


Deputy Heads, the Public 
Service Commission will 
continue to apply a risk-based 
approach to its monitoring of 
staffing in departments and 
agencies. 


In consultation with employees 
and managers, departmental 
standards for key HR services 
will be further refined (including 
staffing, classification and pay) 
and performance against those 
standards will be communicated 
to employees. 


Progress and Results 


32 mandatory people management 
policies are now at various stages 
in the review process. To date,,. 
recommendations have been made 
to rescind 11 of them. Analysis is 
underway on the second group of 
21 policy instruments. 


11 of 33 Deputy Heads indicated 
that they have initiated an internal 
policy review and will not replace 
central policies by unnecessary 
departmental rules. 


The PSC continues to apply a 
risk-based approach to monitoring 
and staffing activities. 


The Staffing Management 
Accountability Framework has 
been refined to improve 
stakeholder engagement. It will be 
provided to organizations for the 
2009-10 assessment cycle 
following consultations with the HR 
community. 


29 of 33 Deputy Heads indicated 
that they have established 
standards for key HR services, the 
majority of which are being refined, 
tracked and/or assessed, and 
communicated to all employees. 


2009-10 PS Renewal 
Commitments 


With assistance and advice from 


the CHRO, staged 
implementation of selected 
common HR business 
processes will begin in a 
minimum of five departments, 
with a goal of making them 
more streamlined and 
cost-effective. 


The CHRO will undertake a 
comprehensive analysis of the 
results of the 2008 Public 
Service Employee Survey 
(PSES) to support Deputy 
Heads in their actions to 
respond to the survey findings, 
with an expectation that key 
response actions will be 
included in organizational HR 
plans. 


The CHRO will launch an 
annual online survey to better 
track people management 
including employee 
engagement. 
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Progress and Results 


11 departments/agencies are 
formally engaged in adopting the 
Common Human Resources 
Business Process (CHRBP). 


In its enabling role, the CHRO’s 
Centre of Expertise continues to 
liaise with organizations to provide 
tools and guidance. A community 
for lead implementers has also 
been established to share lessons 
learned, bring organizations 
together and create opportunities 
for collaboration. 


The CHRO will soon release the 
CHRBP 4.0 and make it available 
to all lead implementers. 


An analysis of the PSES results 
was presented to Deputy Heads as 
part of the release of the survey 
results. 


Customized departmental reports 
were prepared and delivered to 
heads of HR in fall 2009. They are 
now being incorporated into 
organizational planning activities. 


The CHRO has designed an 
annual online survey to track 
people management and employee 
engagement. A decision was taken 
not to administer the survey in 
2009. 
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Annex C: Implementation of Canada’s Economic Action Plan 


To support rapid implementation of Canada’s Economic Action 
Plan, the Government instituted a series of measures to 
streamline funding approval processes, parliamentary 
appropriations, oversight mechanisms and communications, while 
maintaining accountability and sound management of public 
funds. 


The Department of Finance worked on tight timelines to support 
the Government in presenting Budget 2009 in January, the 
earliest date for a budget in the history of Canada. As part of the 
Economic Action Plan, the budget included legislative changes to 
speed up or reduce approvals for routine, low-risk projects. 
Cabinet policy approvals were expedited, with Treasury Board 
submissions being developed concurrently. In recognition of the 
potential risks associated with accelerated approvals, the Auditor 
General of Canada was engaged early in the process to discuss 
the approaches taken. These measures reduced the time needed 
to implement budget initiatives by as much as six months. 


To reduce the typical lag between the tabling of the budget and 
the date when spending can actually commence (usually several 
months), Budget 2009 established a special “Budget 
Implementation Vote,” a time-limited authority permitting Treasury 
Board ministers to disburse up to $3 billion in stimulus funds 
directly to departments. This innovation avoided a situation in 
which departments would have been under pressure to 
cash-manage large amounts of funding until the passage of the 
Estimates. The increased accountability demands of this approach 
were also met. 


A steering Committee of Deputy Ministers was established to 
oversee the rollout of the stimulus measures, serving as a useful 
forum for horizontal coordination and early identification of any 
problems. This Committee was supported by smaller “SWAT” 
teams of deputies focused on specific elements of the stimulus, 
such as shovel-ready infrastructure projects. Along with reporting 
departments, the Department of Finance diligently supported the 
Government in producing quarterly accountability reports to 
Parliament on the progress of the stimulus measures. 
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Extensive communication on the Economic Action Plan, using a 
variety of approaches, was necessary to support both the rapid 
deployment of the stimulus and accountability to citizens. New, 
interactive communications technologies, including geo-mapping, 
were employed. 


Implementation of the Economic Action Plan demonstrates that 
effective and innovative approaches to streamlining approval 
processes, reducing expenditure delays and communicating more 
effectively not only are possible but should be encouraged. The 
most important lesson is that such innovation must uphold the 
same levels of accountability and transparency that Canadians 
have come to expect and that they deserve. 
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Annex D: Benchmarking Renewal 


The goal of Public Service Renewal is to create and maintain a 
high-performing organization. Achieving this goal depends on a 
strong capacity for assessing how well we are doing our work. 


This annex examines: 


1. international comparisons of the effectiveness of major 
public administrations, including our own; 

2. our internal framework for ensuring management 
excellence; 

3. Our improving focus on people management within that 
framework; and 

4. the importance of gauging employees’ perceptions of their 
Public Service and how it is performing. 


1. International Comparisons 


Canada ranks high in international comparisons of government 
performance for 2009. 


Figure 15: International Government Rankings 
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Sources: Bertelsmann Sustainable Governance Indicators 2009; World Bank Worldwide Governance Indicators 2009. 
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Among the member countries of the Organisation for Economic 
Co-operation and Development (OECD), the World Bank 
Government Effectiveness Indicators place Canada in sixth 
position. The Bertelsmann Management Index ranks Canada 
eighth. Figure 15 shows Canada’s relative position on the two 
scales. While any such measures are open to interpretation, 
Canada’s ranking on the two indices is suggestive of our relative 
performance. 


2. Management Excellence 


The Management Accountability Framework (MAF) is a tool used 
across the federal government to help departments and agencies 
improve management capability and performance. Among the 
several management areas assessed through the MAF, some are 
aligned specifically to Public Service Renewal goals (people 
management practices, values and ethics, change management, 
business planning and risk management). Capability and 
performance are also measured across functional areas that are 
key to supporting effective program delivery and sound 
stewardship of public funds — for example, the areas of financial 
management and internal audit. 


As part of a recent assessment of the United Kingdom Capability 
Review model, a review of OECD countries found that only four 
jurisdictions have management performance frameworks similar to 
the MAF in terms of scope, coverage and approach. 


United States |South Korea |European 
President's Performance |Union 
Assessment Area ili ili Management {Evaluation 


Leadership 


Source: U.K. National Audit Office, Assessment of the Capability Review programme, 2009. 


Results from annual MAF assessments conducted by the 
Treasury Board Secretariat show that Deputy Heads are using the 
MAF to support their management accountabilities and to drive 
improvements in management performance. Improvements have 
been made over the years across the various areas of 
management measured through the MAF. Figure 16 shows that 
the result has been an increase in the number of organizations 
performing well in overall MAF ratings. 


Figure 16: Overall Management Accountability Framework (MAF) 
Rating Distribution — Round Il to Round VI* 
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* Round II was conducted in 2004-05 and Round V1 in 2008-09. 


From Round II to the most recent Round VI, the percentage of 
departments receiving an “Attention Required” rating decreased 
from 18% to only 1%. The percentage receiving an “Acceptable” 
rating rose from 51% to 63%. The percentage receiving a “Strong” 
rating increased from 0% to 21%. 
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3. New People Management Indicators 


Effective April 1, 2009, departmental reporting under the 
Management Accountability Framework changed with the 
introduction of a new set of performance and status indicators for 
tracking the state of the Public Service and people management 
within it. These indicators were developed by the Office of the 
Chief Human Resources Officer in partnership with key 
stakeholders, meeting a commitment in the 2009-10 Public 
Service Renewal Action Plan. 


The new indicators under values and ethics include organizational 
culture and values-based leadership. Under people management, 
the indicators are: employee engagement; leadership; 
employment equity; employee learning; performance 
management; integrated human resources and business planning; 
Staffing; and, official languages. 


The People Management Dashboard, launched in March 2010, 
provides Deputy Heads and central agencies with updated 
information about people management trends and issues, which 
will support more responsive business decision making. The 
Dashboard includes the new people management indicators. It 
also contains annual departmental scorecards, using a subset of 
outcome-based key performance indicators and measures, which 
were initiated in February 2010. The Dashboard will enable 
departments to attain excellence in people management by 
providing toolkits based on innovative and exemplary practices 
adopted by federal organizations and other jurisdictions. 


4. Public Service Employee Survey 


The fourth Public Service Employee Survey (PSES) was 
administered in the fall of 2008. For the first time, the survey was 
offered online and included an expanded target population of 
participating separate employers. The results were made available 
in May 2009. 
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The primary purpose of the 2008 survey was to provide a 
snapshot of the perspectives of public service employees about 
their workplace. Overall, the results of the survey point to a strong, 
capable and engaged public service with a positive perspective on 
the workforce and workplace. Nevertheless, several challenges 
were identified, for which ongoing action will be necessary. 


Deputy Heads are accountable for promoting and implementing 
good people management practices in their organizations and are 
therefore responsible for acting on the PSES results to respond to 
the specific challenges, strengths and cultures of their 
organizations. Managers and employees must equally embrace 
the opportunities to implement concrete actions to realize 
improvement. 


The survey will provide a baseline for measuring future progress 
in renewing the workplace and the results serve as an important 
information source for the People Management Dashboard. 


Conclusion 


Excellence in people management is fundamental to creating 
energized and effective workforces that, in turn, deliver on the 
business of government and provide high-quality services to the 
citizens of our country. 


In view of the importance of the Public Service of Canada to this 
country, and the important role renewal is playing in keeping this 
national institution strong, our benchmark can be nothing less than 
excellence. 
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Annex E: Report of the Prime Minister’s Advisory 
Committee on the Public Service 


MESSAGE FROM THE CO-CHAIRS 


We are pleased to present to you, Prime Minister, the fourth 
annual report of your Advisory Committee on the Public Service. 


In preparing this report, we have been impressed by the number 
of opportunities that exist for the Public Service to reinvent the 
way it does business to serve Canadians better. These 
opportunities present themselves now. They range from the 
exciting possibilities that new technologies offer, to a dramatically 
changing workforce giving rise to new ideas, to the interesting 
innovations that emerged from the daunting challenge of 
delivering Canada’s Economic Action Plan. 


In our view, the circumstances are right for the Public Service to 
reassess and transform its models for delivering on the business 
of government. This is an ambitious undertaking. However, we are 
confident that, with your support, the Public Service can and will 
succeed. For our part, we are fully prepared to draw on our 
collective experience to advise you on these issues. 


Once again, we appreciate your personal commitment to these 
matters. We look forward to continuing our work. 


The Honourable The Honourable 
Paul M. Tellier David Emerson 
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PART |: SETTING THE CONTEXT 


A high-performing and values-driven public service is critical to the 
success of every country in today’s complex and interconnected 
world. In Canada, our Public Service is a national asset, a part of 
Canada’s comparative advantage and key to our competitive 
performance in the global economy. It also helps provide the 
foundation for sound democratic government, which is essential to 
a healthy society, to a resilient business climate and to our 
country’s ability to navigate economic instability. 


In 2009, the working 


environment in which the “Government capacity is being 


federal Public Service tested like never before. Decision 
operated was complicated makers are being confronted by a 
and unpredictable. As the combination of policy challenges of 
country continued to unprecedented size and complexity 
; — from unemployment to climate 
experience a major change, ageing populations, 
economic recession, migration and other long-term 


significant health and safety concerns. Citizens are turning to 
concerns emerged with the governments, seeking immediate 


; solutions to complex problems and 
onset of H1N1. Innovative demanding high-quality public 


approaches were taken to services to meet their changing 
plan and implement the circumstances and needs.” 
government's Economic Government at a Glance 


Action Plan ina timely and Executive Summary OECD 2009 
efficient way, and decisive 
measures were put in place to ensure a coordinated response to 
national health risks. 


More recently in January 2010, following the tragic earthquake in 
Haiti, the Public Service proved its ability to work horizontally 
across departments and to mobilize an enormous relief effort. As 
a result, Canada played an immediate and very valuable role in 
the international effort to assist Haiti. 


It is clear from the experience of the past year that the Public 
Service has demonstrated its capacity as a strong, innovative 
institution. It adapted quickly to dramatically changing 
circumstances, realized opportunities to rethink and improve the 
way it does business and, most importantly, served Canadians. 


We believe we are now seeing tangible results of the concerted 
efforts to renew the Public Service. First launched in 2006, public 
service renewal continues to be the top management priority led 
by the Clerk of the Privy Council. The intent of this management 
strategy is to ensure that the government and the public are well 
served by a skilled, knowledgeable workforce now and into the 
future. The past year has proven the value of having this strategy 
in place. 


As the country enters a period of fiscal restraint, it is clear that the 
Public Service must reflect the environment in which it operates. 
That said, we strongly believe that fiscal pressures should not 
compromise the ability of the Public Service to effectively support 
the government and serve Canadians. To this end, employee and 
leadership development, a modernized workplace and strategic 
recruitment all remain important. Renewal must remain a priority. 


Our globalized environment presents both challenges and 
opportunities for the Public Service to adapt at the same time as 
internal demographic imperatives provide opportunities to 
transform the workforce and senior leadership. The quality of the 
people who move into leadership roles and those who are newly 
recruited is more critical than ever to ensure the institution 
remains dynamic and attuned to Canadians’ needs. 


Meeting this challenge requires deliberate action to: 


> support and sustain strong leadership in the senior ranks of 
the Public Service; 


» strengthen policy development capacity; 


>» ensure the Public Service is relevant, informed and connected 
with Canadians from all sectors and regions; and 


>» create a modern workplace that will attract, retain and enable 
public servants to be responsive, innovative and efficient in 
serving Canadians. 


PART Il: TAKING STOCK 


The Committee has provided advice to the Prime Minister for over 
three years and progress is evident. Our last report, Achieving 
Results: Accountability and Action, made three recommendations: 


(1) develop a principles-based approach to risk management; 


(2) renew public service systems and technology with the top 
priority being modernization of the pay system; and 


(3) sustain public service renewal as a major management 
priority. 


We are pleased to note that the Prime Minister and the Public 
Service have acted on these recommendations. 


RISK MANAGEMENT 


A comprehensive government-wide shift to a principles-based 
approach to risk management will take time. However, progress is 
being made. New ideas that can improve the way government 
business Is carried out will not be pursued in a culture of risk 
aversion and zero tolerance for mistakes. 


Action to apply risk management to government operations is 
taking place. In 2009, the Secretary of the Treasury Board publicly 
reported on how risk management is being used to reduce the 
numerous complex procedures and reporting requirements 
referred to as the “web of rules.” Progress is occurring by 
eliminating ineffective and unnecessary rules, reducing the 
reporting burden to essential information and modernizing 
administrative processes and systems. 


Central agencies are substantially streamlining and reducing the 
oversight and reporting requirements placed on departments. 
Line departments and agencies are taking additional measures to 
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simplify their internal management processes. A concerted effort 
to reduce the administrative burden placed on recipients of grants 
and contributions funding is producing real results. 


The impact of this work is significant: the Public Service and 
recipients of government funding are better able to focus efforts 
on serving Canadians. 


Toward Effective Government: Untangling the Web of Rules 
Some practical results 


e Eliminating pre-approval requirements for low-risk projects in the 
Building Canada Fund coupled with departmental collaboration 
accelerated service to recipients and reduced Treasury Board 
submissions by up to 80 percent. 


A risk-based approach to audit within Human Resources and Skills 
Development Canada saved 2,800 audit days and dramatically reduced 
the burden of multiple audits imposed on recipient organizations. 


Service Canada’s e-solutions, including the electronic record of 
employment and the Newborn Registration Service, benefited millions 
of Canadians by reducing the time required to post reports to the 
government. 


The Employee Passport allows up to 75 percent of the core public 
administration to securely transfer electronic files between departments, 
reduce paper burden and increase efficiency. 


Treasury Board Secretariat, September 2009 


This work is on track and must go further. We understand this is 
the plan. 


In our view, developing a culture of innovation, founded on well- 
considered risk management is essential to a high-performing 
public service that is accountable, adaptable and focused on 
results. Sustained attention and commitment will continue to be 
required at both the political and bureaucratic levels. The 
Committee will continue to monitor progress on this issue, and 
offer support and advice wherever needed to accelerate further 
progress. 


PAY MODERNIZATION 


Public Service back office systems lag well behind their private 
sector equivalents. Without investment in more efficient systems, 
there are serious limits to overall performance of the 

Public Service. 


In 2009, the government approved the modernization of the 
outdated public service pay system, a 40-year-old inefficient 
legacy system. Together with the government's earlier investment 
in the pension system, this is a major step toward modernizing 
back office support systems required by any large organization. 
Revitalizing these back office functions will allow efforts to be 
better focused on service to the public. 


The modernization of the pay system is more than a major 
information technology project. First, this decision represents a 
significant step toward renewing the foundation for effective 
human resources management in the federal Public Service. 
Second, this initiative will completely transform the pay advisory 
function. In a few short years, the system will be more productive, 
efficient and cost-effective. 


PUBLIC SERVICE RENEWAL 


Public service renewal continues to be a critical management 
strategy to ensure ongoing capacity to deliver on the business of 
government. We are encouraged by the steady progress that the 
Clerk and the deputy minister community are achieving by setting, 
reporting and building on concrete annual goals. Much has been 
accomplished in establishing a more strategic and rigorous 
approach to recruitment, talent management, leadership 
development, and performance management. Such efforts should 
be applauded and encouraged. At a modest cost, the returns are 
major—they ensure a public service that is competent, dynamic 
and adaptable. 


HUMAN RESOURCES GOVERNANCE 


In response to this Committee’s recommendation in 2008, the 
Prime Minister announced a new human resources management 
regime for the Public Service in February 2009. The intent of this 
new governance model was to: 


> clarify that deputy ministers have the primary responsibility for 
human resources management; 


> streamline and reduce the number of central agencies 
involved; and 


>» shift the central agency role to one of enabling rather than 
policing deputies. 


In March 2009, a Chief Human Resources Officer (CHRO) 
position was created with consolidated responsibilities for the 
employer role. The CHRO has moved quickly to take measures to 
reduce unnecessary central policy and oversight controls. 
Concurrently, deputies are taking charge of their respective 
responsibilities for managing people. While it is still too early to 
assess the success of the new model, we are encouraged by the 
progress reported to us by the CHRO. This work is a precondition 
to strategically managing people and talent in the Public Service. 


PART Ill: OBSERVATIONS 


The Committee is keenly aware that the reality of the 

Public Service is one of change and complexity. We have 
therefore been deliberate in our efforts to stay abreast of both the 
short- and longer-term impacts of this environment on public 
service employees and senior leaders. Over the past year, we 
learned a great deal about the capacity to innovate and deliver 
results while managing urgent challenges of national import. We 
have also gained insight into the Public Service’s capacity to 
anticipate important issues that will affect the country and how 
collaboration with other sectors can usefully inform this work. And 
finally, we learned about the inadequacies of an outdated 

public service workplace. 
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SUPPORTING STRONG LEADERSHIP 


The foundation for an effective public service is strong leadership. 
During 2009: 


e over 20 deputy ministers and associates were either newly appointed 
or changed portfolios 


e over 50 new assistant deputy ministers were appointed 


This trend is likely to continue over the next two years as the majority of 
anticipated public service retirements occur. 


A complete transformation in the leadership of the Public Service 
is taking place as the retirement of the post-war generation and 
the cessation of recruitment in the mid-1990s play out. In the near 
term, the effect of this changeover is churn in the senior ranks. 
Increasingly senior leaders are newly promoted and stepping into 
critical jobs responsible for delivering major programs and 
services while at the same time learning on the job. Given the 
demographics, it will take a few years before this dynamic 
changes. 


Within this context, the importance of rigorous talent management, 
including succession planning, cannot be overstated. 


In our view, the length of time that newly appointed senior leaders 
spend in their positions must be sufficient for them to fully master 
the requirements of their responsibilities and exert sustained 
leadership of their organizations. Mastery of their own 
departments is also essential to their ability to contribute to whole- 
of-government leadership and collaboration. 


We have also deepened our understanding of the complexities of 
deputy ministers’ jobs, which have expanded dramatically in 
recent years to include: 


> new accountabilities that have increased both deputies’ 
personal responsibilities for management of their 
organizations, and their involvement in day-to-day 
transactions; 


> extensive portfolio management to promote coherent agendas 
across multiple organizations reporting to a single minister; 


> the need to work horizontally across departments on many 
complex issues that often transcend the mandate of a single 
minister, such as Aboriginal policies, immigration, 
environmental issues and security matters; 


> the need to respond to myriad oversight mechanisms in 
Parliament and the government's central agencies; and 


> the need for deputies to manage in an environment of ever 
present media, public scrutiny and expectations of heightened 
transparency. 


We believe the cumulative consequences of these factors should 
be assessed along with the possibility of consolidating certain 
oversight bodies. Too much oversight can lead to a blurring of 
accountabilities at a time when it is essential for deputies to focus 
on their core role of providing sound, timely advice to ministers on 
important public policy issues. 


IMPLEMENTING THE ECONOMIC ACTION PLAN: IMPLICATIONS FOR THE 
PUBLIC SERVICE 


In response to the economic crisis, the Public Service was 
pressed to find new ways to achieve results while managing the 
trade-offs between risk and speed without compromising the 
principles of the Cabinet system. It met the challenge. 


Actions were taken to expedite implementation of the 
government's Economic Action Plan through a series of 
streamlined measures with respect to policy decision making, 
administrative approvals, implementation, reporting and 
communications. The Committee was very impressed with this 
work and believes there are important lessons to be learned for 
the future with respect to collaboration and the management of 
risks. The Public Service has a tremendous opportunity to rethink 
and reinvent the ways it does business by applying these lessons 
more broadly. This ability to be both responsive and responsible is 


critical if we are to deal with the rapid and unanticipated 
emergence of global and domestic issues. 


STRENGTHENING POLICY CAPACITY: A RELEVANT AND CONNECTED 
PUBLIC SERVICE 


It is essential to Canadian interests that the Public Service be 
proactive in identifying emerging issues and their potential 
implications for Canada in the longer term. To do this, the Public 
Service must strike a balance between managing urgent issues 
and longer term anticipatory and strategic thinking. We 
understand this has been done through the creation of several 
policy planning initiatives led by deputy ministers. We believe this 
work, done well, is extremely important. 


A public service operating in isolation runs the risk of becoming 
irrelevant. We believe that the quality of policy thinking must be 
enhanced by additional perspectives from citizens, stakeholders 
and experts from other jurisdictions and other sectors (e.g. 
business, academia, non-governmental organizations). We 
believe sound government policy should be shaped by a full range 
of perspectives, and policy makers must consistently reach 
beyond the National Capital Region for input and advice. 


Furthermore, the Public Service now Social networking 

has an opportunity to engage technologies have 
Canadians, especially younger ones, opened the door to the 
through the use of Web 2.0 faucet ae es 
collaborative technologies such as an unprecedented scale, 
wikis, blogs and social networking. and have broken down 
These offer an excellent way for the walls when it comes to 


sharing of information. 


Public Service to reach out and 
connect. 


We applaud existing mechanisms to engage with senior external 
leaders, and encourage the Public Service to consider other 
potential opportunities to exchange and obtain knowledge and 
perspectives from Canadians. 


Of particular note, we strongly endorse practices such as external 
advisors from the private sector sitting as members of 
departmental audit committees. We also recognize the value of 
the Interchange Canada program for improving policy making and 
for building Knowledge of how government works across sectors. 


The Committee has learned this year that universities and senior 
public service leaders have well-established relationships 
supported by institutionalized programs and practices. These 
include: university exchanges, ties between public policy schools 
and deputy minister champions, close links between government 
scientists and their university colleagues, and cooperative and 
other recruitment programs. We encourage the continuation of this 
collaboration and the greater involvement of universities as well as 
other sectors in the policy development and review process. 


CREATING A MODERN, ENABLED WORKPLACE 


Public service renewal must extend beyond the workforce to 
address the nature of the public service workplace. An enabled 
workplace will equip the thousands of public servants who deliver 
essential services to Canadians across the country, to do their 
jobs better. With the approval to proceed with pay modernization, 
a major step has been taken to improve the back office systems 
needed for an enabled workplace. Much more, however, remains 
to be done. Sustained attention will be required. There are two 
building blocks for workplace renewal: 


> doing business better and more efficiently based on innovative 
approaches, best practices and new business models. We 
believe continuous improvement reviews are essential if 
government operations are to keep pace with the demands 
placed upon them; and 


> creating a workplace that will attract, retain and empower 
public servants to innovate, collaborate and be responsive to 
the public. Among other things, this must include the adoption 
of collaborative technologies that are increasingly widespread 
in other sectors. 
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Moving forward in these two areas will permit the Public Service to 
better serve Canadians and provide quality advice to the 
government. This will create a workplace where service to the 
public is enabled, and not just a place where public servants work. 


PART IV: RECOMMENDATIONS 


The environment in which the Public Service operates will 
continue to be complex, demanding and unpredictable. Canada 
will continue to need a public service that is able to adapt and 
manage risks in delivering results, and is equipped to be 
productive and connected to citizens. Within this context, the 
Committee recommends the following actions. 


Supporting Strong Leadership 


1. Deliberate steps must be taken to manage churn and establish 
greater continuity in senior leadership positions. Effective 
succession planning and talent management are essential, 
given the demographic realities facing the Public Service. 


> Deputy heads should remain in their positions for at least 
three to five years. This goal should be maintained. We 
realize this will not always be possible in the short term, 
given demographic and operational needs. 


> However, when rapid changes are inevitable, it is even 
more important to have rigorous talent management and 
succession planning. This should include a systematic 
approach to developing associate deputy ministers and 
assistant deputy ministers for more senior positions. 


Staying Relevant and Connected 
2. The Public Service must ensure it has the capacity to 
anticipate and plan for issues that will affect the country in the 


longer term. It must, therefore, be consistently tuned in to the 
issues and concerns of Canadians. 


it 


> The Public Service should adopt a structured approach to 
tapping into broad-based external expertise. This includes 
collaboration and exchanges with universities, social policy 
organizations, think tanks, other levels of government and 
jurisdictions, private sector organizations and citizens. 


> Fiscal restraint that impedes the Public Service's ability to 
engage face-to-face with external organizations is “penny 
wise and pound foolish.” Public servants must be able to 
seek out external views and expertise to inform policy 
development. 


> The Public Service must take full advantage of 
collaborative technologies to facilitate interaction with 
citizens, partners and stakeholders. 


Doing Business Differently 


3. The Public Service should find opportunities to work in new 
and innovative ways with a view to transforming the way it 
does business and delivers services to Canadians, and to 
improve its policy-making capacity. 


>» Lessons should be learned from the creative measures 
taken to implement the Economic Action Plan in 
streamlining decision making, expediting implementation 
measures and communicating results. 


>» This management model of enhanced collaboration and 
explicit risk management should be replicated for dealing 
with other initiatives. 


PART V: CONCLUSION 


WHAT NEXT? 


In the coming months, as we enter a period of fiscal restraint, the 
Committee intends to focus on ways to support the renewal of the 
Public Service: 


consider and advise on new business models for the 

Public Service with a view to creating an innovative and 
productive workforce that continues to deliver increasing value 
for money by taking advantage of new tools and technology; 


learn about and advise on the overall health of the public 
service workforce; 


review the impact of changes in human resources governance 
as the new model matures; 


stay abreast of progress in reducing the web of rules and 
embedding well-considered risk management practices; and 


continue to advise on a high-performing public service 
workforce, with particular attention to the critical issue of talent 
management in the senior ranks. 
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